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Abstract
	 A national focus on Diversity, Equity, and Inclusion 
(DEI) has increased public awareness and acknowl-
edgement of challenges faced by members of Under-
represented inority (URM) groups pursuing academic 
careers. This case study of a multi-institutional partner-
ship explores the development, implementation, and 
evolution of a replicable model to transition a cohort 
of STEM URM dissertators into the professoriate. The 
model structured cohort engagement around an In-
dividual Development Plan (IDP), cohort participant 
engagement with multiple mentors, monthly scholarly 
learning community meetings, research and teaching 
immersion experiences at Historically Black Colleges 
and Universities (HBCUs) and international institutions, 
and support and training around transferable skills nec-
essary for job preparation and success, such as grant 
development, job search, portfolio preparation, inter-
view skills, and online course development. Program 
evaluation results emphasized the evolution of collab-
orative practice among stakeholders in promoting the 
success of the model and among cohort participants as 
these participants transitioned into academic careers. 
Discussion of best practices to design and fine-tune 
the model included engagement of cohort participants 
in refining the implementation of the model activities, 
offering personalized services to the cohort members, 
and engaging research and practitioner communities 
using multiple dissemination strategies. The results of 
this work include publicly available virtual resources 
curated as part of the dissemination plan that can be 
explored for implementation at other institutions and 
use by individuals.
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Diversity, Equity, Inclusion of Underrepresented Minori-
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Introduction
	 Multiple researchers describe the challenges faced 
by underrepresented minority (URM) groups in pursuing 
academic careers (Bates et al., 2017; Boyd-Williams et 
al., 2019; Santillan-Jimenez & Henderson, 2017; Sinex 
et al., 2020). Consequently, a pervasive lack of diversity in 
the STEM professoriate exists across higher education in the 
United States. Adequately supporting diversity, equity, and 
inclusion (DEI) efforts requires that programs have sufficient 
depth and breadth to meet the needs of scholars from URM 
groups. One approach is to form an academic partnership 
in which multiple institutions and stakeholder groups work 
together to meet the needs of URM scholars through a 
collective and collaborative process. 
	 Four institutions in a southern state (Texas) operating 
within a common university system (Texas A&M Univer-
sity System), varying in Carnegie and Minority-serving 
institution classifications (Indiana University Center for 
Postsecondary Research, 2021; U.S. Department of Educa-
tion, 2020), established an academic alliance in Septem-
ber 2017, funded by the National Science Foundation’s 
(NSF) Alliances for Graduate Education and the Professori-
ate (AGEP) program. AGEP is a national initiative commit-
ted to increasing the number of STEM faculty who come 
from URM groups (NSF, 2016). This case study explores the 
evolution of TxARM, Texas A&M System Research Model 
– AGEP Alliance, over a five-year period as it developed, 
implemented, studied, evaluated, researched, and dis-
seminated a unique model for transitioning dissertators 
from URM groups to STEM careers in the professoriate 
(TxARM, Texas A&M System Research Model – AGEP Alli-
ance, 2022).
	 Formative and summative evaluation focused on col-

laborative practice within and among stakeholder groups 
as crucial to the success of the TxARM AGEP Alliance Mod-
el. Distinct benefits of collaborative practices for scholars 
from URM groups were also documented. Evolution of the 
Alliance depended on the agility of the leadership team 
to both identify and respond to changing needs and cir-
cumstances as cohort participants moved forward in their 
career paths. As part of the Alliance dissemination plan, 
activity teams curated resources that are available to the 
academic community to learn about the TxARM AGEP Al-
liance Model and how it can be applied in other settings. 

Rationale for the TxARM AGEP 
Alliance Model
	 Individuals who are members of Underrepresented 
Minority (URM) groups face many challenges in their pur-
suit of academic careers (Bates et al., 2017; Boyd-Williams 
et al., 2019; Santillan-Jimenez & Henderson, 2017; Sinex 
et al., 2020). These challenges include isolation, ostra-
cism, the hidden curriculum, and a lack of role models 
(Charleson et al., 2014; Cortina et al., 2013; Elliot et al., 
2016; Figueroa & Hurtado, 2013; Kuchynka et al., 2018; 
O’Meara et al., 2019). Even more fundamental issues of 
teaching and learning exist; for example, analyses of STEM 
syllabi indicate that even these cornerstones of the aca-
demic experience can require major changes to facilitate 
active learning and avoid creating barriers for students 
from minority groups (Savaria & Monteiro, 2017).
	 Efforts to tackle these institutional and cultural chal-
lenges and create solutions that are adoptable by insti-
tutions of higher education to support URM groups in 
academia are not new (McClain et al., 2008; Young & Til-
lotson, 2008). Development of the TxARM AGEP Alliance 
Model encouraged multiple institutions to collaboratively 
curate a collection of activities that directly met the needs 
of cohort participants. Support for STEM scholars from 
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underrepresented groups can exist at both the 
micro and macro levels, and university faculty 
and staff play key roles in student retention 
and success (Rice & Alfred, 2014). Thus, an 
approach involving nested stakeholder com-
munities representing the academic ecology 
in which cohort participants are embedded 
can be beneficial.	
    Elements of the model are supported by 
prior research. For example, workshops fo-
cused on specific skills (i.e., mentorship, port-
folio preparation, job applications, grant writ-
ing) have been found to improve URM schol-
ars’ confidence in those skill areas (Yadav & 
Seals, 2019), supporting our inclusion of the 
workshop method in several activity types. 
Furthermore, exposure to both domestic and 
international institutions has been shown to 
add value to the academic experience (Den-
ney et al., 2015).

Structure of the TxARM AGEP Alli-
ance Model
The Alliance represented in this work is com-
posed of four institutions of a common uni-

versity system in a southern state varying in size and other 
institutional characteristics. The stated goal of the AGEP 
Alliance Model (depicted in Figure 1) is to develop, imple-
ment, study, evaluate, and disseminate a model for tran-
sitioning dissertators from URM groups to STEM careers 
in the professoriate. The model is a strategic collection of 
activities and approaches that involve multiple individu-
als across the institutions working together to serve the 
cohort of URM dissertators from the four alliance institu-
tions pursuing careers in the professoriate. Findings from 
TxARM social science research studies were shared with 
the members of the TxARM Alliance leadership, with the 
cohort scholars, and disseminated in report summaries, 
conference presentations, and peer reviewed publications 
(Ganesan & Carter-Sowell, 2021; Zimmerman, Ganesan 
& Carter-Sowell, 2021; Burr et al., 2022; Murphrey et al., 
2022).	
     The TxARM AGEP Alliance Model consists of seven co-
hort-level and six Alliance-level activities to create path-
ways towards the professoriate for URM individuals in 
STEM. Each cohort-level activity was designed to offer 
unique services across the partnership institutions to serve 
URM scholars from each of the four participating campus-
es. Table 1 summarizes the products and services being 
delivered as part of each activity to stakeholders. 

Function of the TxARM AGEP Alliance Model
	 This case study explores the evolution of the TxARM 
AGEP Alliance Model for transitioning dissertators from 
URM groups to STEM careers in the professoriate (TxARM, 
Texas A&M System Research Model – AGEP Alliance, 

Figure 1.   TxARM AGEP Alliance Model

Table 1.   Cohort–Focused and Alliance–Wide Activities of the TxARM AGEP Alliance Model
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2022) over a five-year fund-
ing period. Some Alliance-level 
activities (see Table 1) were fo-
cused on building collabora-
tive practice within and among 
stakeholder groups, which is 
considered crucial to the suc-
cess of the TxARM AGEP Alliance 
Model. 
	 The emphasis on collab-
orative practice was motivated 
by multiple lines of research. 
The idea that expertise and re-
sources across institutions can 
be centrally leveraged to achieve 
partnership goals is a major 
argument in favor of collabo-
ration (Mattessich & Monsey, 
1992). The literature supports 
the importance of collaborative 
practice while recognizing that there is a cost in increased 
time for coordination and the development of shared un-
derstanding across partners (Taylor-Powell et al., 1998; 
Gajda, 2004; Carey et al., 2009; Woodland and Hutton, 
2012; Marek et al., 2015). Research also supports addi-
tional benefits of collaboration (Aitchison, 2009) espe-
cially as collaboration can build connections and provide 
a rich network to support URM students in succeeding in 
the professoriate (Carter-Veale et al., 2016).
	 Some Alliance-wide activities (see Table 1) also reflect 
an emphasis on data sources and feedback from diverse 
stakeholders to inform a continuous improvement cycle 
and engage research and practitioner communities. Even 
dissemination of the TxARM Alliance model can benefit 
from collaborative practice. Research on facilitating 
writing consistently highlights the use of collabora-
tive practices to improve the quality and quantity of 
writing produced (Aitchison, 2009; Jones et al., 2012). 
Collaborative practice around writing was therefore 
employed to assist both cohort participants and lead-
ership team members in the production of academic 
products. 

Methods
	 The formative and summative evaluations em-
phasized collaborative practices across the partnership 
ecology. Collaboration theory is a useful framework for 
evaluating the success of a strategic partnership, so the 
evaluation team adopted an ecological approach to evalu-
ating collaborative practice in the context of an academic 
partnership, dubbed the SPARC model (Burr et al., 2022). 
As shown in Figure 2, the SPARC model considers collab-
orative practice as it relates to each group of stakeholders 
in the TxARM AGEP Alliance Model, emphasizing their 
roles and positions within the academic ecology as well as 

how they contribute to and engage in the overall Alliance 
model.
	 With the SPARC model serving as an evaluation 
framework for collaborative practice, the evaluation of the 
TxARM AGEP Alliance Model employed case-study meth-
odology (Yin, 2018). The case study method is particu-
larly appropriate for evaluating the TxARM alliance, as the 
evaluation questions seek to understand how and why 
the alliance works. These questions require an in-depth 
description of the structure and function of the alliance 
in context. Further, the size of the participant cohort was 
limited to 12. This creates a situation where there are more 
explanatory variables than participants, precluding tradi-
tional statistical analysis.

	 From the beginning, the leadership team was fo-
cused on gathering feedback from stakeholder groups, 
particularly from cohort participants as part of a 
continuous improvement cycle. Post-activity reflec-
tions, annual evaluation interviews, needs assessment 
interviews, advisory boards comprised of cohort par-
ticipant representatives, monthly scholarly learning 
community meetings, and annual meetings and site 
visits provided opportunities to receive feedback from 
stakeholders both in formal and informal settings. The 
following sections provide details about the continu-
ous improvement cycle including information about 
the Alliance stakeholders, the assessment of collab-
orative practice for documenting outcomes for model 

Figure 2.   SPARC model of collaborative practice (author-provided)

Figure 3.   	 Stakeholders in the AGEP Alliance Model Academic Ecology
	  (used with author permission: Burr, Kelly, Murphrey,
	  & Koswatta, 2022) 



J o u r n a l  o f  S T E M  E d u c a t i o n      A u g u s t  2 0 2 334

validation and partnership improvement, and the col-
lection of data from cohort participants. 

Academic Ecology of Alliance Stakeholders
	 The SPARC model considers the roles and positions of 
stakeholders within the academic ecology as well as how 
they contribute to and engage in the overall Alliance. The 
stakeholders in the AGEP Alliance included URM disserta-
tors, faculty, researchers, staff, and administrators at the 
participating institutions of higher education, as well as 
evaluators of the project. Figure 3 represents the relation-
ships among stakeholder groups of the AGEP Alliance in a 
nested model that proceeds from the cohort participants 
in the center of the model to society’s support for DEI in 
higher education in the outermost ring. These stakeholder 
groups, therefore, include cohort participants; advisors, 
mentors, and eminent scholars; Alliance leadership teams 
comprised of institutional leadership teams; Alliance in-
stitutions, international and HBCU institutional collabo-
rators; AGEP Community of Practice (COP) and Alliance 
advisory boards; as well as the post-secondary academic 
community and NSF.
	 Twelve STEM Ph.D. candidates were selected across 
four institutions as the first participant cohort. Out of the 
twelve, three chose positions outside of academia in in-
dustry and government after completion of their Ph.D. The 
nine remaining cohort members have progressed toward 
academic careers at different rates and through different 

pathways depending on their STEM field of study. Their 
status in the professoriate is addressed in the results sec-
tion.
	 The AGEP institutional portfolio consisted of 27 AGEP 
Alliances (since 2013; 18 are currently active) as of the 
end of the 2021 academic year, representing 112 unique 
institutions which have partnered in one or more Alliances 
(NSF, 2022) Alliance members from all funded projects 
participate in a community of practice through annual 
conferences and webinars, providing opportunities for 
capacity building around common Alliance needs.  

	 Evaluation of Collaborative 
Practice Among Stakeholders
	 As shown in Figure 2, the program evaluation of col-
laborative practice in TxARM Alliance was informed by 
the Collaboration Evaluation and Improvement Frame-
work (CEIF; Woodland & Hutton, 2012). The CEIF outlines 
qualitative and quantitative data collection strategies 
and measurement tools for each of the five entry points 
to collaborative practice in a partnership. Table 2 lists the 
five entry points, each with a description of the construct, 
measured data points, and data sources. 
	 While a comprehensive discussion of evaluation mea-
sures and analysis is beyond the scope of this article, the 
details of program evaluation development, collection, 
and analysis are part of the virtual resources available to 

readers and were the focus of a recent pub-
lication (Burr et al., 2022), which is publicly 
available. 

Self-Study and Dissemination 
Practices Within and Among 
Activity Teams 
	
The Alliance leadership team was not just 
open to receiving feedback, but actively 
sought feedback. From early on, the leader-
ship team focused on gathering feedback 
from stakeholder groups, particularly from 
cohort participants, as part of a continuous 
improvement cycle. An important devel-
opment was establishing advisory boards 
to represent the cohort participants. Ad-
ditionally, post-activity reflections, needs 
assessment interviews, and monthly schol-
arly learning community meetings served 
as ongoing sources of feedback from cohort 
participants. Annual evaluation interviews, 
Alliance-wide meetings, and NSF site visits 
provided formal opportunities to receive ad-
ditional feedback.
   Cohort feedback was instrumental in fine-
tuning the model of personalized services 
and training offered through the TxARM AGEP 

Alliance Model. Seeking feedback on behalf of the cohort 
participants regarding the content and direction of Al-
liance activities became increasingly important over 
the project lifecycle. This was in part due to increas-
ing needs for customized and just-in-time support as 
cohort participants’ trajectories to the professoriate 
diverged over time (Mehrubeoglu, Kelly, Butler-Purry 
et al., 2022).  	
    Other sources of feedback included annual evalu-
ation and reporting requirements, Alliance-wide 
meetings, advisory board meetings, and site visits and 
negotiations with NSF. Advisory boards composed of 
faculty experts were formed, one to advise the overall 
Alliance model, and another focused on advising the 
social science research component. Composition of the 
advisory boards was part of initial grant negotiations 
with the program officer to ensure a range of expertise 
among members. Annual reporting of project activities 
and ongoing discussion during monthly virtual leader-
ship team meetings were also key contributors to the 
evolution of the model.  

Results
	 An obvious question to consider about the TxARM 
AGEP Alliance Model was whether the Alliance achieved 
the proposed goal to develop, implement, study, evalu-
ate and disseminate a model for transitioning dissertators 

Table 2.   Collaboration Components for Model Validation and Partnership Improvement   
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from URM groups to STEM careers in the professoriate. In 
other words, did the implementation of the model result 
in expected outcomes for cohort participants? Academic 
status variables are objective indicators of cohort par-
ticipants’ progress in their academic career pathways. A 
review of the nine cohort participants’ status in higher 
education (at the time of submission) reveals that five 
are currently serving as Assistant Professors, one as In-
structor, two as Post-Doctoral Researchers, and one with 
an institutional commitment to be placed in a faculty 
position upon completion of the dissertation.  With this 
evidence of successful outcomes for cohort participants, 
evaluation focused on identifying the critical components 
of the model’s success. Data from the program evaluation 
revealed four main drivers of Alliance success:
•	Evolution of collaborative practice among leadership 

team members promoted the success of the alliance 
model. 

•	Evolution of collaborative practice among cohort par-
ticipants supported their pathway to the professoriate. 

•	Identified best practices and design principles with 
cohort feedback supported URM cohort participants as 
part of a continuous improvement cycle.

•	Engaged research and practitioner communities re-
sulted in multiple dissemination strategies.

Each of these areas are discussed in the following sections.

Evolution of Collaborative Practice among 
Partnership Members
	 Partnership evolution of collaborative practice us-

ing the CEIF framework was evident among leadership 
team members and URM scholars participating in the 
cohort. Network data also indicated that collaboration 
across activities and institutions increased over time. A 
practical example illustrates the findings as observable 
changes in Alliance function. Each cohort-focused activ-
ity in Table 1 started as an independent subprogram with 
its own objectives and outcomes, assigned across institu-
tions and team members, all independently contributing 
to the development of the model. As the leadership team 
spent more time together, they developed interpersonal 
relationships and a shared understanding of the TxARM 
AGEP Alliance Model. This promoted working together 
to streamline the model, consolidate data collection, in-
tegrate elements of different activities into common ses-
sions, and achieve overlapping objectives, thereby opti-
mizing cohort members’ time investment in model-based 
activities. The alliance logic model pictured in Figure 4 
summarizes the activities within the model, which can be 
adopted and adapted as needed.
	 It is important to recognize that development of col-
laborative practice over time is an expected outcome for 
a multi-institutional partnership like the TxARM AGEP 
Alliance Model. Thus, partnerships should be prepared to 
experience the challenges inherent in establishing, imple-
menting, and maintaining a partnership model. Opportu-
nities for in-person Alliance-wide and cohort annual de-
velopment meetings provided the space and opportunity 
for initial development of connections and collaborative 
practice, forming a basis of trust to continue collabora-

tive practice remotely once a strong foundation had been 
established. During the peak of the COVID-19 pandemic, 
these already-established connections and practices 
enabled successful continuity for the Alliance model ac-
tivities. Ongoing connections maintained the network 
over space and time, such as monthly Scholarly Learn-
ing Community meetings and weekly Writing Sessions 
with the cohort participants, and monthly institutional 
and Alliance-wide meetings for the leadership team. The 
collaborations and activities have led to significant com-
raderies, friendships, and support groups, integral to the 
implementation of the model.

Evolution of Collaborative Practice among 
Cohort Participants
	 Collaboration with and among cohort participants 
took several forms: with members of the Alliance team, 
within the cohort, and new collaborations because of par-
ticipation in Alliance activities or in their pathways to the 
professoriate. 
	 Alliance model activities promoted new collabora-
tions with other students, faculty, and institutions. Ex-
posure of cohort participants to Alliance stakeholders, 
including leadership team members, multiple mentors, 
advisory board members, NSF program staff, faculty, and 
students at HBCU and international institutions as part of 
immersion experiences provided opportunities for URM 
cohort scholars to build their professional network in tan-
gible ways aligned to their research interests. 
	 The TxARM AGEP Alliance Model cohort activities pro-

Figure 4.   TxARM AGEP Alliance Logic Model
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vided the space and structures to bring cohort members 
together, facilitate their collaborative structure, and sup-
port their experiences. As with the leadership team, initial 
in-person experiences were crucial in establishing a firm 
foundation for authentic collaboration. A supportive net-
work among the cohort participants was initially cultivat-
ed through cohort-focused activities but was maintained 
outside AGEP activities as a highly valued activity by the 
cohort participants in supporting their academic progress 
and persistence. 
	 Writing groups and collaborative technologies (i.e., 
Slack™) reflect cohort participants’ desire to collaborate in 
real time and engage in peer support directly through the 
group experience. Collaborative synchronous and asyn-
chronous writing groups (Aitchison, 2009; Kozar & Lum, 
2015; Tyndall et al., 2019) facilitated by leadership team 
members promoted scholarly productivity among the 
cohort participants for the development of portfolio prod-
ucts needed to secure, perform, and excel in academic po-
sitions. Similarly, synchronous and asynchronous writing 
among the leadership team facilitated the fulfillment of 
the proposed dissemination plan. In addition to promot-
ing collaborative practice among the cohort participants, 
the next section discusses other best practices for sup-
porting stakeholder success across the TxARM AGEP Alli-
ance.

Best Practices to Support Cohort and Model 
Success 
	 The developed TxARM AGEP Alliance Model has been 
refined over five years to serve as a flexible model to assist 
URM dissertators through their path to STEM academic 
careers. The adaptability of the TxARM model is one of 
its strengths, to best serve a diverse group of dissertators 
as they transition to postdoctoral researchers and early-
career faculty. 
	 Ongoing feedback from cohort participants as part of 
a continuous improvement cycle facilitated the evolution 
of a more meaningful and implementable model over 
time. Their participation and reflections revealed what had 
to be adjusted in the model to accommodate individual 
needs along the various pathways. For example, the im-
pact of personal situations, like familial responsibilities in 
moving or willingness to relocate, as well as the COVID-19 
pandemic, contributed to the need for customization of 
activities to maximize their value to the URM aspirants to 
the professoriate.
	 Key design features to benefit cohort participants 
emerged from this continuous improvement process. Cohort 
participants benefit most from personalized services that are 
received just-in-time, rather than generalized services avail-
able at most institutions, such as general workshops on 
resume writing and job search databases. Cohort members’ 
time is valuable; most have additional commitments as they 
are trying to move forward with their dissertation. Overbur-
dening them with required activities does not serve them 

well, and activities must provide experiences that support 
the work they are already doing.
Dissemination for Sustainability and 
Adoption by Practitioners
	 A primary motivation in sharing this case study is to 
provide the academic community with the opportunity to 
access virtual resources curated as part of the TxARM AGEP 
Alliance Model’s dissemination plan, a required element 
for NSF-funded AGEP alliances. The Alliance website fea-
tures a bibliography of dissemination products of the Tx-
ARM model to date (TxARM, Texas A&M System Research 
Model – AGEP Alliance, 2022). While the dissemination 
plan of the alliance model initially targeted plans for 
journal articles, it evolved to include Alliance websites at 
each participating institution, participation in conference 
events, as well as press releases, newsletters, a toolkit, and 
other relevant information sources to increase access to 
the findings and resources that will allow sustainability 
and future implementations of the model.
	 As demonstrated throughout this case study, col-
laborative practice provides capacity and opportunities 
to benefit from the collective knowledge generated as 
part of alliance development and implementation. Col-
laborative practices also improve the quality and quantity 
of dissemination products. The Alliance leadership sought 
dissemination guidance from among the leadership team 
and advisory board members, offering sessions framing 
Alliance research in the “science of teaching and learning” 
literature with a list of potential journals to target for Al-
liance contributions. Finally, the Alliance leadership team 
enlisted the services of a STEM education consultant to 
promote collaborative dissemination practices and assist 
Alliance-wide dissemination teams in preparing confer-
ence papers and journal articles identified in the Alliance 
dissemination plan. Some leadership faculty members 
also targeted engineering conferences and journals to en-
sure the results are disseminated to the very faculty who 
will be interacting with the URM dissertators and early ca-
reer faculty along their path (Mehrubeoglu, Kelly, Walton 
et al., 2022, June 26-29). 
	 One of the conclusions drawn from the NSF AGEP Tx-
ARM Social Science research studies was that roles as a 
ghost writer, silent partner, and anonymous donor imply 
that no negative consequences accompany being present 
but not accounted for in the workplace. However, studies 
(Carter-Sowell et al., 2021) show that being an “invisible” 
worker matters. Furthermore, being visible is differen-
tially beneficial for career advancement and on positive 
experiences at the job. Importantly, factors related to 
intersectional identities influence differences in stepping 
out of a perpetual, professional blind spot and confronting 
workplace ostracism practices offer mixed outcomes for 
minoritized workers (Carter-Sowell et al., 2021).
	 An important product of this model implementation 
is an Alliance toolkit with instructional materials and 
implementation resources for the academic community 

to learn more about the TxARM AGEP Alliance Model and 
how it could be applied in other settings (TxARM Toolkit, 
2022; Texas A&M System AGEP Alliance (TxARM) Toolkit, 
2022). The TxARM Alliance leadership team developed 
the tools and resources with other practitioners in mind so 
that they can be useable as a sustainable model that can 
be adopted and adapted by a variety of institutions in their 
own institutional partnerships.

Conclusions
	 The TxARM AGEP Alliance Model reported here has 
been refined over five years to serve as a flexible model to 
assist URM dissertators on their pathway to the STEM pro-
fessoriate. Best practices and design principles to support 
URM cohort participants emerged as part of a continuous 
improvement cycle. The cohort members played a signifi-
cant role in fine-tuning the model during the implemen-
tation phase, and their participation and reflections were 
critical in adjusting the model to accommodate individual 
needs along the various pathways. The adaptability of this 
TxARM AGEP Alliance Model is a tremendous strength, es-
pecially due to the turbulence created by COVID-19 during 
the project time period. 
	 Success hinged on network development and en-
gagement, expanding and deepening connections 
amongst stakeholders, particularly in person, and re-
flecting on feedback and data to improve partnership 
implementation and thus cohort participant success. 
Partnership evolution of collaborative practice using the 
CEIF Framework (Woodland & Hutton, 2012) was evident 
among leadership team members and URM scholars 
participating in the cohort. Over time, products and ser-
vices were improved and streamlined by working across 
activities and institutions, demonstrating evolution of the 
TxARM AGEP Alliance Model to better serve URM disserta-
tors to early career faculty.
	 The model can be adopted by institutions to serve 
URM STEM scholars in their quest to enter academic ca-
reers by overcoming the systemic challenges that exist in 
higher education today as institutions strive to achieve 
DEI. As demonstrated throughout this case study, col-
laborative practice provides capacity and opportunities to 
benefit from the collective knowledge generated as part 
of Alliance model development, implementation, study, 
evaluation, and dissemination. The fine-tuned model is 
available in an online toolkit with instructional materi-
als and implementation resources (TxARM Toolkit, 2022; 
Texas A&M System AGEP Alliance (TxARM) Toolkit, 2022).

Limitations of the Case Study	
	 Given this is a case study of one group’s work, cau-
sality cannot be implied. However, there is the potential 
for others to benefit from the lessons learned through the 
Alliance’s analysis and journey mapping which are invalu-
able in deepening the understanding as to what matters 
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the most in promoting DEI as part of a partnership model. 
Teams of varying size can benefit from the TxARM AGEP 
Alliance experiences, and these experiences are expected 
to be of interest to and benefit the AGEP COP and related 
partnership programs.
	 The TxARM AGEP Alliance Model was cultivated for a 
specific cohort and is not generalizable to all URM disser-
tators. The data from this case study suggest that cohort 
participants’  needs must be continually assessed, as ca-
reer paths and career goals and objectives will differ from 
one another, career paths will progress at different speeds, 
and options will vary. The model must accommodate such 
changes and variations in individual members over time. 

Implications of the Case Study
	 Despite the limitations inherent in a case study 
design of one Alliance, many alliances share similar 
characteristics and developmental trajectories. Both 
leadership team and cohort participants reported the 
value of in-person meetings and events, particularly at 
the beginning and before the COVID-19 pandemic, to 
cultivate the development of trust needed for success-
ful collaboration. It is, therefore, reasonable to sug-
gest that any partnership interested in success would 
benefit from the cultivation of collaborative practice 
across stakeholders. Collaborative practice provided 
continuity across activities and connections among 
stakeholders. An admirable element of the NSF AGEP 
program is the encouragement to share these models 
in the AGEP COP so that others can also benefit from 
them. Providing practitioners access to this partner-
ship model through dissemination is a primary moti-
vation for this case study.
	 The final model has yielded tools and resources 
that will be available to cohort participants as they 
move through their individualized paths in their aca-
demic careers. The participants will be able to use and 
apply what they have learned in their local context. 
Participant adoption of strategies into their own prac-
tice is an area that warrants further documentation.
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