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Recruit team

The key characteristic of a Research Team is that it comprises a group of people working together in a
committed way towards a common research goal. Typically, the Team is led by a Principal Investigator (PI) or
Co-Principal Investigators who is/are responsible for recruiting the members of the Team and for all aspects of
the project. Issues to keep in mind: 1) Assessing the balance and composition of your team and 2) research
team diversity. Ideally, the balance and composition of the team in terms of skills, expertise and other
contributions will be appropriate to achieve the team's objectives.

Team members traditionally include:

Professor(s)

Postdoctoral Fellows

PhD candidates

Scientific/Technical Staff

Other established scientists, internal and external to APH

Increasingly, research teams also include non-scientific expertise such as practitioners (i.e., scientist-
practitioners), experts of experience, patients/clients, or citizen-scientists. Often, such participatory research
teams not only have scientific but also societal goals.

Plan

Commitment to the project by each potential member should be secured as early in the process as
possible. Committing to a project means an individual has both the interest and the capacity to
engage in the project. Likewise, the resources and opportunities that will be made available to the
individual should be committed as soon as practical. Examples include salary support, access to data,
equipment and supplies, as well as opportunities to participate in authorship or intellectual property
development.

By law, supervisors have responsibilities related to the health and safety of the faculty, staff and
students in the lab, including documenting training, emergency preparedness, hazard communication
and accident reporting.

Transparency regarding roles, responsibilities, and ownership is important for any team but demands
extra attention in participatory research. Familiarize yourself with the frameworks that exist for your
field of study for supporting stakeholder and public involvement in research (see links below for
suggested sources).
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Managing your team
Your responsibilities as a manager of the group

to make sure everyone is aware of their role and responsibilities

establish, agree and communicate standards of performance and behavior

establish style, culture, approach of the group - soft skill elements

monitor and maintain an ethos of common responsibility for adherence to the principles of good
scientific conduct and focus on objectives

anticipate and resolve conflicts that are secondary to the primary academic objectives (e.g., rivalry,
distrust, disrespect).

assess and change as necessary the balance and composition of the group

develop team-working, cooperation, morale and team-spirit

develop the collective maturity and capability of the group - progressively increase group freedom and
authority

encourage the team towards objectives and aims - motivate the group and provide a collective sense
of purpose

identify, develop and agree team- and project-leadership roles within group

enable, facilitate and ensure effective internal and external group communications

identify and meet group training needs

give feedback to the group on overall progress; consult with, and seek feedback and input from the
group.
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Forming, Storming, Norming, Performing, and Adjourning — based on group development model by Bruce Tuckman
All phases are necessary and inevitable for a team to grow, tackle problems, find solutions, plan work, and deliver results.
Copyright © 2008-2021 Scott M. Graffius. All rights reserved. For permission requests, contact scott@scottgraffius.com.
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PHASE
|_FORMING | STORMING | NORMING | ADJOURNIL
« ° Displaying eagerness + Some resistance = Purpose & goals are = High motivation, trust & * (Also referred to as the
Y - Socializing + Lack of participation well-understood empathy Transitioning or Mourning
£+ Generally polite tone « Conflict based on differences of + More confident « Individuals defer to team needs ~ phase)
o - Sticking to safe topics feelings & opinions + Improved commitment « Effectively producing « Shift to process orientation
w ra ser .
= * Unclear about how one fits in + Competition 2 s are and + Sadness
5 + Some anxiety & questioning + High emotions supportive « Consistent performance * Recognition of team &
-] « Starting to move towards * Relief, lowered anxiety + Demonstrations of individual efforts
L group norms + Developing cohesion interdependence & * Disbanding
2 self-management
+ Taking the ‘lead’ * Requesting & encouraging * Recognizing individual & team  + ‘Guiding from the side’ * Recognizing change
+ Being highly visible feedback efforts (minimal intervention) * Providing an opportunity for
@+ Facilitating introductions « Identifying issues & facilitating * Providing learning = Celebrating successe: st ive team evaluations
@ * Providing the ‘big picture’ their resolution opportunities & feedback « Enc ing collective (‘lessons learned)
B - Establishing clear expectations  + Normalizing matters = Monitoring the ‘energy’ of the decision-making & = Providing an opportunity for
§ « Communicating success criteria * Building trust by honoring team problem-solving individual acknowledgments
& E Ensuring response times are commitments » Celebrating the team’s
quick accomplishments (an
“after-party’)
k Graffius, Scott M. (2021). Phases of Team Development. Digital Object Identifier {DOI): 10.13140/RG.2.2.22040.42246. V21010407 J

Graffius, Scott M. (2021), Phases of Team Development Digital Object Identifier (DOI):
10.13140/RG.2.2.22040.42246
- Image used with permission of owner. Copyright © 2008-2021 Scott M. Graffius. All rights reserved.

Team roles and development

Teams, like individuals and organizations, mature and develop and have a fairly clearly defined growth cycle.
Bruce Tuckman's 1977 five-stage model explains this cycle. It may be helpful to reflect on your team's current
stage of development in order to identify relevant approaches to leadership and management.

Tuckman'’s classic description of stages of group development

In addition to understanding the development of your team over time, having an understanding of the
preferred ‘team roles’, the characteristics and expected social behavior, of individual team members, including
the team leader, will help ensure that the team performs effectively together. Tools exist for discussing roles
in participatory research teams. Furthermore, team roles may be reviewed and discussed with reference to
taxonomies of authorship contributions, such as CasRAlI.

Checklist
e Specify, based on the needs of the proposed research, the scientific and technical expertise required
as well as an analysis of stakeholders.
e Identify individuals meeting the specifications above.
e Reach out to each individual to discuss their potential role in the project.
e Secure a commitment from each individual to the project; and identify for each individual the
resources and opportunities the project can commit to them.



Amsterdam Public Health

9. X
W AmsterdamumC  \/J ¢ Wiy  EIYERSTY

LINKS

Greenhalgh, T., Hinton, L., https://onlinelibrary.wiley.com/doi/abs/10.1111/hex.12888
Finlay, T., Macfarlane, A., Fahy,

N., Clyde, B., & Chant, A. (2019).

Frameworks for supporting

patient and public involvement

in research: Systematic review

and co-design pilot. Health

Expectations, 22(4), 785-801.

doi:10.1111/hex.12888

Smits, D.-W., van Meeteren, K., https://doi.org/10.1186/s40900-020-00188-4
Klem, M., Alsem, M., & Ketelaar,

M. (2020). Designing a tool to and

support patient and public

involvement in research https: //www.kcrutrecht.nl/involvement-matrix/
projects: the Involvement

Matrix. Research Involvement

and Engagement, 6(1), 30.

doi:10.1186/s40900-020-00188-

4

0T T AR AN T T YWV faculty. wiu.edu/P-

O GRS e BT el el Schlag/articles/Stages of Small Group_Development.pdf
Development Revisited. Group

and Organizational Studies, 2 (4):

419-427.

Scott M. Graffius https://www.scottgraffius.com/

Participatory Action Research @ https://schoolforparticipation.com/
APH (in Dutch)

CRediT (Contributor Roles https://casrai.org/credit/
Taxonomy)
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