
Module 7 

Information for workshop facilitators and presenters

Module title: Managing and Leading People in the Research Context
Module description

This module focuses on the roles, tools and obligations of a research leader in providing vision and direction for the research and raising the performance of team members to a higher level through:
· establishing a research context that is fair, safe and focused on achieving the project outcomes
· understanding the leadership and management tasks of a project leader

· understanding team dynamics
· establishing work expectations and standards
· managing the interpersonal aspects of giving and receiving feedback
· enabling individual staff needs to be addressed
Participants 

Experience has shown that workshops with diverse levels of experience, stages in research career and sizes of projects should wherever possible be avoided.

The current version of the Program has not been designed for research students or for early career researcher who are some time away from Research Leaders.  These individuals should be asked not to participate in the Program. 

Module Workshop Description

The module workshop aims to explore and build skills to address the issues raised in the online module material.  The facilitator may need to be able to provide an explanation of the principles of project management, based on the material in the Future Research Leaders Module 1. These concepts are not difficult but may be new to some experienced researchers.  The module will use the general case study and in particular the incidents outlined in the online activities.
The aim of the workshop is to complement and supplement but not to duplicate the online material.

Presenters should assume that all participants have read the online material. 
Recommended facilitator background and role

The facilitator needs to have some experience of leading teams, preferably in research. 
The facilitator needs a
· Good understanding of leadership, teamwork, performance management, equity, Occupational Health and Safety and Conflict Resolution.
· High level of interpersonal skills to draw out the general principles in the Module from the experience and discussion of participants, and to manage the role plays.  
Recommended presenter's role

The presenter will lead the discussion of material that workshop participants have already been through in private study and may need to provide a brief presentation on the key concepts underpinning the set individual objectives.  An HR professional could speak to the intent and broad principles underpinning HR policies in the Second to last session on managing your staff as individuals.
Workshop Duration

4 .5 hours
Aims

Module 7 aims to assist researchers to reflect on their preferred leadership style, the challenge of developing a context for creative research and the ongoing management issues and responsibilities within the distinctive research context of fixed-term employment and narrow time frames.
Learning outcomes

Upon successful completion of this module participants should be able to:

· Identify the characteristics of a culture in which research teams identify and achieve appropriate goals

· Understand the relevance of different leadership styles in a research context

· Introduce key characteristics of effective communication and negotiation skills and teams

· Understand your responsibilities in creating a safe equitable workplace for the team

· Provide tools and skills for researchers to plan and monitor staff activities to meet the requirements of the research plan.

The workshop aims to consolidate these learning objectives through presentation and development of skills.
Overall design

The main segments of the workshop are shown in the running sheet following.
Participant Preparation
Participants are required to have completed online material and associated activities.  Completion of Module 1 or familiarity with the online content is desirable.

Administrator Preparation

It is advisable to remind participants of expectations about the reading activities one week before the workshop.  The training space should be large enough to enable small breakout groups to be used.  Normal registration materials (e.g. name tags, sign on sheets) and catering are required.

FACILITATOR'S WORKSHOP RUNNING SHEET
	Elapsed time 
	Activity
	Content
	Learning goal
	Resources

	00 hr 00 min
	Introduction 
	Remind of the purpose – content of module, skill based learning and feedback 
Establish group norms
· "What do we need in order to learn effectively?  What are the behaviours we want from each other?"
Include the norm that what is said in the room stays in the room or respect/ confidentiality
	Safe space to learn and explore people management issues
 
Model group norm setting process for reference later
	White board

	00.10
	Challenges of leadership and management in a research setting
	Ask the group:

1.
What problems they have experienced in leading research teams;

2.
Have any researchers had difficulties in having a feeling of a potential research project, you could not develop an approach (vision) to develop the research?

3.
Or possibly Have any researchers had the problem that you saw a solution direction but your research team, or colleagues, did not agree with you?

4.
Have any researchers had problems in managing within the budget, or achieving objectives, or completing on time;

5.
Have any researchers had problems when the research project could not be massaged into a management structure
	(
Recognise the range of research management leadership problems;

(
Develop skills in handling them;

(
Recognise the need to bring research projects into a structure which can be managed with regard to objectives achievement, cost, time, risk management and quality outcomes
	White board

	 
	 
	Discuss Scenarios Topic 1 Activities
 What does the University and the granting body require of you? (link to policies and grant conditions)
OHS
EO
 What are the consequences of not acting on your responsibilities?  
e.g. Laboratory is shut down
Employee complaint handled through internal procedures and through legal proceedings HREOC/ IRC
	 
	White Board
 
HO 1 Topic 1 Activities

	00.30
	Leadership vision and styles 
	Vision: discuss the role of vision and how it should be expressed for a research project.

Discuss research team cultures:  what factors did you conclude strongly influencing your research teams’ culture?

Discuss examples of high-performance team cultures – did any exist? What created and supported them?

Leadership: what do you think of the contention that a leader’s role is to raise the performance of team members? Discuss:
(
What do you think of the presented information that raising team members performance is supported by:

(
Intellectual stimulation

(
Articulating the mission or vision of the research project (Idealised influence)?

(
Developing others to higher levels of ability (Individualised consideration)?
(
Inspirational motivation (Motivate others to put organizational interests before self interest)?
Is the distinction valid that team leaders should primarily aim to achieve research goals in new areas  whereas unit leaders (on large research teams) should aim to achieve consistent results in data gathering and in testing? 
	Understand how vision can be a motivating and coordinating force 

Understand the role of culture in research teams and how to support it

Understanding of the key role of a research team leader in influencing the performance of research team members and how this can be achieved.
	

	1.00
	Knowing yourself
	Discuss the implications of different personality styles of research team members and members and their leader.

What conclusions do team members draw for leadership?
	To recognise how people in research teams are different and to understand your own biases as a leader
	

	1.15
	Building effective teams
 
	Introduction
Invite participants to describe the characteristics of teams which were 
a) successful, stimulating and creative
b) dull pedestrian
 
Discussion: What made the difference?
 
Review the stages of team development and the issues to be addressed to move from one stage to the other.
 
Communication structures and norms.  Discuss the way the issues the project leader would take into account in Topic 3 Activity 1 "The first meeting"
 
Topic 3 Activity 3 "Dissension and delay"
Discuss in relation to managing the impact on the team and its cohesion.  As project leader how would you handle this.  Introduce the possibility that these behaviours indicate dissatisfaction within the team of how it is being managed.  How could you address this? 
	Identify common characteristics of successful teams linked to their experience
 
 
 
Provide a conceptual framework for analysing and anticipating team behaviours
 
Emphasise the importance of establishing norm, processes and relationships from the beginning
 
Anticipating and managing   'storming' phase
	Handout

	2.00
	Performance expectations and standards 
	Introduce an outline of the performance management process of the University and how it can assist in these circumstances.  See below.
	Ensure they are aware of the Performance management processes in your University.
	Performance management policy/ templates

	2.15
	Refreshment break
	 
	 
	 

	2.30
	 
	Sub groups discuss the Managing People Scenarios

 

Divide into teams  of 3 people (Person A.B.C) and read the scenario

Discuss the 5 questions in relation to the issues;

A. What are the challenges faced with respect to lack of direction and guidance?

B. What are the problems faced with a difficult team member?

C. What are the challenges being faced with the loss of the researcher, and with the high workloads.

Report back to the group

 
	Draw out

A. Clear expectations outlined in shaping of role and in setting objectives and indicators.

B. How do you talk about the situation? (Then rehearse it later?)

C, Re-prioritising work/ quality/ outsourcing;, benefits of understudies/ mentoring

 

Application of Performance Management process

Link to Team C high workload; Team A lack of direction


	HO 2 Scenarios

	2.45
	 
	Workload allocation and management 
- Either discuss the practical application of the university's workload model if it has one, or discuss allocation of work against the project plan actions and individual roles which is tackled in more detail in Module 2.
 
Include career implications of task distributions for the range of researchers (e.g. importance of post docs getting opportunity to contribute to publish, post graduate students to get results for thesis.)
	Link built between project plan and individual work plans

	Workload model if available

	3.05
	 
	Keeping focused
-Characteristics of good objectives (SMART)
Activity -Develop a SMART objective for a piece of work they are currently involved in. Exchange it and review the reciprocal for completeness in meeting SMART criteria.
 
	Practice in developing SMART objective.
Pass to another person to challenge in writing and to identify major omissions
	OH
EXAMPLE
HO3&4

	3.15
	Practicing giving constructive feedback
	Link to Team B; What are the problems faced with a difficult team member?
 
 
The structure- 
· Describe the situation (use Team B scenario)
· Specific observable timely 
· Includes your feeling and concern
· Request response
· Paraphrase
· When---- you feel--- etc
· Identify areas of common ground.
· Agree on action
 
Role play positive feedback from the online Module
 
Practice
- participants use own example or scenario
	 
 
 
Observe good Modelling
 
Simple positive feedback
 
 
More complex, constructive/ confronting feedback
	Space for discussion in small groups
 
Role plays

	 
	 
	Discuss  the consequences of not addressing poor performance - for the project outcome, the School/ department, the individual and their colleagues.
Outline the Formal process in your University
 
	 
	 

	3.50
	Supporting your staff as individuals
 
	Individuals have different needs, and these change at different stages of their life
- elicit examples of career and life concerns and focus at 20, 30 40+.
 
Stress the importance of gaining an understanding of staff as people, and using your knowledge and position to make them aware of University policies and opportunities. Especially
· Career guidance
· Flexible work arrangements
· Succession planning
· Reward and recognition
Discuss the possible tension between achieving research goals and individual goals.  Where and how can they be resolved positively for the project and the individual
 
	Bring out in discussion
Issues of staff attraction and retention in a time of talent shortage 
Flexible work arrangements require planning. Outline those availably in your University.
Career development for the individual benefits them, their discipline and the future of the research body of work you are building.  Identify the methodology available in your University
	HR professional to talk about policies

	4.15
	Summary of issues and further questions
	 Remind participants briefly of each of the main areas of the workshop.

Brainstorm TEN TIPS of the critical issues in managing and leading people in a research context that they want to take away.

Arrange for the list to be duplicated and sent to participants after the workshop
	 Refresh their memory of what they have covered and embed it a little.

Develop a check list they can refer to when establishing and running a project
	Whiteboard

	4.30
	Close
	Thanks for Attendance

Reminder that will receive evaluation questionnaire that will help improve module further
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