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Learning Objectives

Learn how to develop and Acquire tools and

sustain effective research techniques to promote

administration teams by transparency, trust, and

creating clear pathways for accountability within their
career entry and promotion, teams, laying the

while also focusing on the groundwork for robust team
development of essential performance and research
skill and behavioral administration excellence.

competencies.
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Staffing Crisis iIn Research Administration

INTERNATIONAL



Internal Pathways Considerations

Define Entry Points

Who will drive Internal Recruitment
Mentorship pool with time to dedicate?
In-depth Training effort

To create an internal mobility pipeline, look for the top of career
ladders at your institution where high achievers max out. Identify
positions with realistic transferable skills and behavioral skills. You
want trainable, adaptable folks who are eager to achieve and
provide good customer service.



Creating Pathways into Research

Administration
Before you create a new program that encourages internal

mobility, first consider:
Is your hiring range transparent and competitive
nationally?

Does your position offer remote capabilities?

Have you removed unnecessary education
requirements?

If yes, look for positions at your institution that folks cap max
out on. You want trainable, adaptable folks who are eager to
switch careers, but stay with the institution. If no, start here.



Pathways Considerations

Define Entry Points

Who will drive Internal Recruitment
Mentorship pool with time to dedicate?
In-depth Training effort

Asses the internal mobility pipeline






Hiring Best Practices

e Crafting Effective Job Descriptions

e FEach interview we conduct leaves an impression of
the organization on that candidate. Be respectful, kind,
and prompt.



Retention
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Understanding Your Employee Retention

LN
I','
KEY FACTORS ANALYZIE TURNOVER
INFLUENCING DATA/ EXIT INTERVIEW
RETENTION DATA
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Creating Clear Promotional Ladders

e

Defining Career Levels Defining Manager Performance Metrics
Expectations and and Milestones
Accountability for Core
Competency sign off
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Career Ladders

At least 3 levels for each role: entry + senior, lead for
example

Consider the role of certification. The CRA requirement is 3
years of work experience. It should not be JD required for
an entry-level position. Rather, perhaps it is part of the
pathway to Senior?



Competency Assessments

Self Driven with Manager Assessment

Employee expected to bring evidence of success for
each competency (numerous examples to
demonstrate mastery)

Determine % complete that triggers consideration for
promotion (60-75%)
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Using Assessments for
Professional Development

@ L

COMPETENCY OPPORTUNITIES FOR
ASSESSMENTS HELP ADVANCEMENT
IDENTIFY SKILLS, AND

BEHAVIORAL GAPS

5
I

PERSONALIZED
CAREER
DEVELOPMENT PLANS

16



Continuous Learning Culture

‘ e 4 e Importance of
7[(>§>:\\m Lifelong Learning
e Encouraging
Professional Growth




Training

Extensive Onboarding and
Orientation

Standard Work Document/Job Aid
for each internal work process

Ongoing Training Opportunities



Mentorship and Coaching

e Structuring a Mentorship Program
e Coaching style management builds team
professionalism and expertise and allows folks to
work at the top of their job
Vs
Micromanagement
Vs
Doing it for them



Creating a Culture

of Problem Solvers
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5 Steps to Creating a
Community of Problem Solvers

1. Investigator is your "Customer’

2. Collaborative problem solving between researcher
teams and RA staff can happen when we see
ourselves as facilitators of research.

3. Focus on eliminating waste in the process, not pointing
fingers or blaming people.

4. Document the process, study it, and eliminate process
waste together.

5. Track metrics and continuously improve processes to
demonstrate commitment and be accountable.






Building Psychological Safety
PSYCHOLOGICAL SAFETY

Cspa

INTERNATIONAL

Open Communication
Encourage Risk-
Taking

O  Failure is okay. Fail fast and

study the processfor why it
failed. Try again.

Encourage respectful
dissent

Involve researchers in
process improvement
discussions

HOW TO SAY IT

Amy Edmondson

”
"There are many unknowns | things

are changing fast/4his is complex stuff. 1,
$o we will make mistakes." I_—j":? ‘.’f?

*Luey, you look concerned.’
>

oy T "
" Okay, thaté one side. Lets hear some W, Gilles, you haverit said much.
dissent | who's ot Something to add '/ lets | [
have some give-and-take.

ale]

This is a new
territory for us, so T
am qoirig to need
everjone’s input.”

“Adrian, what are you hearing in the,
warehouse | on the “calls [ on e road?

=N o 4%
(L)

'Did everything go as
smoothly as yoi would have
liked ?

"What assumptions are we
making ? What else could this be |

could ?ue Investigate [ have we
left out 7"

d vl
A" lohat are you up against P
What help"do you need?
What's in “your “way?"
N

Q 5

'If youve got ;\omefah‘m:g 1o add, just..."

mention a few chamnels of communication,
(Tncludi _ones suitable for difficult
conversations)

What were the friction points?
Are there systems we should
refool 77

" - ‘1,
B el pprscts s

I'm sure it wasnt easy.”

"Thank you for that clear line of sight.” ;;";







Addressing Challenges

e Get Curious

O  Isthis a systemissue or a person

issue? A bad SYStem

O 94% of your problems are systems Wlll beat a

based while 6% or less are people

based good person
* Coaching every time

O  Ask questions!

- W.E. Deming QQ
al™




Building and Sustaining Culture of
Problem Solving

Cspa
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Celebrating
Successes
Make it Visual
Operationalize

O  Job descriptions

O  Tie process
improvement to

promotional pathsg

Asks - Done 2023

Asks - Work In Progress

Asks - New (Need Prioritization) =+

Asks - Backlog / Up Next
(Parked & Prioritized)

I'SUBMITTED A g I THINK WERE
'RIZE
i 18 h
“k Asks < Backlog / Up Next Asks - Work In Progress
(Parked & Prioritized) | p
h:n,i'}

\ ) L
ALL LEAN NOW|

Continuous Improvement

= @1

Submit!

Process Improvement Ask

B Th d I = - : a
8 A Car ST L High/Med: Clinical Trial Startup + Addacard »
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Summary of Key Points

Create pathways into RA

Create promotional ladders and competencies
Promote a learning culture

Promote a culture of problem solving through
process improvement

O  Bad processes are disrespectful to the people working them (RAs and Researchers)

O Process improvement demonstrates to employees that their time matters. Removing
waste in process improves their work!

e Communicate, Communicate, Communicate
e Celebrate team and individual success!
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Amanda Breeden, CRA
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