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 PI responsibilities and organizing a research 
team 

 Hiring research staff 
 Effective training for research support staff  
 Appropriate delegation of tasks to staff  
 Successfully supervising research staff 



PI responsibilities and assessing the work to be done 



1. Know your responsibilities as the PI 

2. Be ready to: 

▪ Delegate 

▪ Train 

▪ Supervise 
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Investigator Responsibilities 

 Conduct or supervise the investigation 

 Inform all members of the research team about 
their obligations 

 Adhere to the protocol  

 Comply with regulatory requirements regarding 
obligations of principal investigators 

 Ensure regulatory approval (IRB, IACUC) 
requirements are met 



Investigator Responsibilities (con’t) 

 Maintain accurate records 

 Report changes in the research activity, 
unanticipated problems and adverse events  

 Ensure study data is verifiable 

 If Human Subjects: 

 Inform participants about experimental nature 
of research and study purposes  

 Ensure  an ethical informed consent  process 



 Lack of knowledge of your responsibilities 
may result in: 

 Study delays 

 Risk to subjects 

 Poor data 

 Frustration 

 Risk of for-cause audit 

 



Knowledge of investigator responsibilities 
leads to success, via good: 

 Delegation 

 Training 

 Supervision 

 
             Your research is in your  
             team’s hands! 



 How do you know who you need on your research team? 

 Analyze your project(s) and ask yourself:  

▪ If you were doing it, how you would do the project? 

▪ Identify individual tasks 

▪ Group tasks that flow together 

▪ Assess volume of tasks  

 
If you aren’t sure about anything or need ideas,  
seek advice from experienced colleagues. 



 TIP:  Make an organizational chart: 
 Group tasks/roles 
 Identify the types people you need to do the tasks 
 Estimate the amount of time each type of person needs to have to do the tasks 

Dr. Right 
PRINCIPAL INVESTIGATOR 

Heads the team – 5% 

SUB-INVESTIGATORS 
Assist with consents,  

performs physicals – 20% 

Research Nurse/Coordinator 
Manages the study, paper flow,  

administers drug – 30% 

Clinical Resources – 15% 
Lab techs 

Imaging techs 
Pharmacy 

Research Coordinator 
Regulatory paperwork, 

recruitment, scheduling – 30% 



Once you’ve divvied up the tasks… 

 Assess time required and funding: 

▪ Decide what you can do yourself 

▪ Decide what you’ll delegate 



Finalize the details...ask yourself: 

 What skill sets are needed to carry out these 
tasks? 

 How long will it take to complete the tasks? 

 How much funding do you have? 

 How much does it cost to hire this team? 

▪ Work station + supplies! 



Working with UW Human Resources to find and hire your staff 



Develop a job posting 

 Based on analysis, 
determine:   
▪ Position title 

▪ Minimum necessary education  

▪ Minimum necessary 
experience 

▪ Pay grade and proposed pay 

 



 You have many choices for research staff 

 Professional 
http://www.washington.edu/admin/hr/roles/mgr/comp/prostaff/payrol
ltitles/payrolltitle-list.html#Research 

 Classified 
http://www.washington.edu/admin/hr/ocpsp/compensation/alpha.sort
.files/alpha.sort.html 
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PROFESSIONAL STAFF CLASSIFIED STAFF 



 Temporary Options: 

 Professional staff project appointment 
http://www.washington.edu/admin/hr/roles/mgr/hire/prostaff-
temp/index.html 

 Classified direct hire temp 
http://www.washington.edu/admin/hr/roles/mgr/hire/directhire-
temp/index.html 

 UW temporary staff “UTemp Staffing” 
http://www.washington.edu/admin/hr/roles/mgr/hire/utemp.html 

 

http://www.washington.edu/admin/hr/roles/mgr/hire/prostaff-temp/index.html
http://www.washington.edu/admin/hr/roles/mgr/hire/prostaff-temp/index.html
http://www.washington.edu/admin/hr/roles/mgr/hire/prostaff-temp/index.html
http://www.washington.edu/admin/hr/roles/mgr/hire/directhire-temp/index.html
http://www.washington.edu/admin/hr/roles/mgr/hire/directhire-temp/index.html
http://www.washington.edu/admin/hr/roles/mgr/hire/directhire-temp/index.html
http://www.washington.edu/admin/hr/roles/mgr/hire/directhire-temp/index.html
http://www.washington.edu/admin/hr/roles/mgr/hire/utemp.html
http://www.washington.edu/admin/hr/roles/mgr/hire/utemp.html


 Professional staff  
 Complete forms: 

▪ Job Description 

▪ Research Activities Form 

▪ OR 

▪ Research Scientist/Engineer 
Questionnaire  

 
HR prostaff link: 

http://www.washington.edu/admin/hr/rol
es/mgr/hire/prostaff/index.html 
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Classified staff  
 Create Job Description 

1. The position’s primary purpose 
2. General duties 
3. Any duties that make this position unique to your department 
4. Lead or supervisory responsibilities 
5. Required skills, knowledge, abilities, or experience 
6. Desired skills, knowledge, abilities, or experience 
7. Conditions of employment — Credentials required including degree(s), licenses, 

certificates, registrations, or other certifications that are required to perform the 
essential duties of the position 

8. Work schedule and FTE of the position 
 

HR classified staff link: 
http://www.washington.edu/admin/hr/roles/mgr/hire/classified/index.html 
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Include in your job posting request email: 
1. Appointing budget #:   
2. Proposed monthly salary:   
3. Payroll Title:   
4. Working Title:   
5. Job code (from the HR website list):  
6. Type of vacancy (New, Replacement: 

▪ If replacement, indicate full name of person being replaced and reason for separation:   
7. Provide Interview team members’ full name(s), including middle initial:   
8. Supervisor’s full name:   
9. Indicate if this position is 100% FTE (if not, indicate FTE %): 
10.  Work Schedule (e.g. M-F / 8-5 or Variable): 
11. Job location (E.g. SLU, Harborview Medical Center, Health Science Center, UW Tower etc.):   
12. Supervisory responsibility? Yes or No:   
13. Will this position be funded by ARRA? Yes or No:   

▪ If not, indicate if it will be funded by ARRA in the future:   
14. *If temporary, hourly/project appointment, provide proposed duration of the appointment 

(Start and End Dates):   
15. Does this position include any Sensitive Security/Safety job functions? Yes or No:  Yes  
16. Job posting duration (1 week, 2 weeks… 4 weeks) or it could be Open Until Filled, please 

indicate:   
17. Will the recruitment be limited or Open (open to only UW applicants or the public)? 



1. You contact your home department HR representative to request a new or replacement position be created and 
posted in the UWHires system.  You provide all required recruitment information (forms). 

Start clock 

2. HR creates a new requisition in the UWHires system, which generates a requisition number, and the position is sent 
out for approval.   

3 days 

3. Central HR Recruiter will review, approve and forward to Central Compensation 2 days 

4. Central Compensation reviews and approves position. You may have to change your request based on their 
feedback.  This can take some time if they don’t agree with you. 

5+ days 

5. The Central HR Recruiter will draft the posting, and forward it to you for final review/approval. 2 days 

6. Once posted candidates are able to apply:  Pro-staff resumes are forwarded to you on Tuesdays, Fridays, and the 
next business day after a posting closes.  For classified staff, the assigned recruiter will review applicants for 
qualifications and forward top candidates for you to review. 

Depends on length of time 
job is posted 

7. You review applicants, conduct interviews, and proceed with reference checks Depends on your schedule 
for interviews 

8. When you choose your candidate, e-mail the candidate name to HR and include proposed salary amount and the 
start date:  HR prefers that candidates start on the first day of a pay period – 1st or 16th day of the month 

Depends when you finish 
reference checks 

9. HR includes this information for the selected candidate and forwards to Central HR for review and approval 1 day 

10. When the salary has been approved, HR will notify you to move forward with making an “unofficial” offer, 
contingent upon successful background check.  Get the candidate’s date of birth for the background check. 

1 day 

11. With a clear background check, HR will produce a New Hire confirmation 1 day 

12. After receiving the New Hire confirmation e-mail, HR will move forward with closing out the recruitment process, 
draft the Offer Letter, set up New Hire Orientation, etc. 

2 days 



Now that you’ve hired, you need to do onboarding and training 



 Initial training  

1. Foundational: Know the regulatory landscape 

2. Institutional: Required training for all staff and 
various research positions 

3. Research Team: Big-picture scientific and 
project specific training, plus task-specific 
training for delegated responsibilities 

 Document all trainings! 
 Plan for ongoing training 



 Time requirement for onboarding 

 Varies if internal vs. external hire 
▪ If internal, less time  

▪ If external, up to 80 hours  

 Plan training carefully to stay within 
your budget 

 
*HR onboarding resource  
http://www.washington.edu/admin/hr/pod/leaders/ee-
careerdev/onboarding/index.html 
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UW New Hire Onboarding  

1. Human Resources Onboarding Pre-orientation (external hire with home department HR); New 
employee training; Benefits orientation; Workplace Violence 
Prevention & Response Training; Sexual Harassment Prevention 
Training; General Asbestos Awareness 

2. Home Department Payroll 
Orientation 

Employee ID, UW NetID, I-9, W-4, Direct Deposit, submitting 
hours for payroll 

3. Home Department IT System Support Work station, access to servers, email 

4. Campus Transportation Buses, parking, shuttle system 

5. Workstation Orientation Badges, phones, keys, access cards 

6. Home Department Orientation Organizational chart, online staff directory, departmental SOPs 

7. Study Team Orientation Add biosketch, CV, license to research files; assign a “buddy” 

8. UW Medicine IT Support If employee needs access to EMR or Epic 



UW Research Training 
 Centralized Training: 

http://www.washington.edu/res
earch/compliance/required-
training/ 

 Funded Research – 
General and specific to 
SoM, NSF, PHS 

 Laboratory  

 Animal 

 Human 
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 Laboratory Research 
http://www.ehs.washington.edu/psotrain/corsde
sc.shtm 
1. Biosafety Training  
2. Biosecurity and Biosafety Training 
3. Bloodborne Pathogens Training for Researchers  
4. Laser Safety Training 
5. Managing Laboratory Chemicals  
6. Radiation Safety Training  
7. Respiratory Protection and Mask Fitting  
8. Shipping Hazardous Materials 
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 Animal Research 

 Animal Use Training Program (online and in-person 
training requirements) 
https://depts.washington.edu/auts/requirements.html 

 Many of the laboratory trainings also apply 
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 Human Subjects Research  
 Protection of Human Subjects – CITI General, 

NIH, DoN 
 HIPAA 
 Many of the Laboratory Trainings apply 
 Clinical Research Budget Billing (CRBB) 
 Coding for clinical research 
 Epic training 
 Electronic Medical Records access 
 Institution-specific credentialing UWMC - 

http://www.uwmedicine.org/patient-
care/locations/uwmc/about/pages/credentiali
ng.aspx  
▪ Seattle Childrens – contact Home 

Department HR 
 Mentorship on working with IRB, Radiation 

Safety Committee, Radioactive Drug 
Research Committee 

 CPR 
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 Project Specific Training 

1. Big picture for all projects 

2. Role-based training  

▪ How to interact with other types of members of team 

3. Task-based training 

▪ Assess competency 

▪ Document in employee file 

 Give feedback at 90-day review 

 



 Ongoing Training 

 Grow your team members 

 Budget for ongoing training  

 Add team to existing training list-serves 

 Find out what additional training is necessary at 
1:1 meetings and annual reviews 



Quick Case Study: 
In a comparison study of probiotics versus dietary changes to treat metabolic 
syndrome, the Principal Investigator hired a dietician to conduct most of the study 
procedures, including:  
• recruiting participants 
• conducting the informed consent process 
• preparing meals for the dietary change arm 
• dispensing tablets for the probiotics arm 
• administering food diaries 
• surveying participants about adverse events   
 
Which of the responsibilities listed above should not have been delegated to the 
dietician?  Why? 



 Ensure that tasks are delegated to those who 
are qualified by… 

 Education  

 Training 

 Experience  

 Assess competency 

 

 

 



Document delegated tasks 

 Give the team member a 
written description 

 Maintain a list of those to 
whom tasks are delegated 

 Describe the delegated tasks 

 Identify the dates of involvement 
in the study 

 Keep records of qualifying 
training 



Keeping an open line of communication 



 Develop and nurture an open 
line of communication 
 Stick to regular meeting schedule 

and agenda  
▪ Review basic science and clinical issues 

▪ Update staff on any changes to the 
protocol or other procedures – give 
them the big picture 

▪ Individual reports on study progress  

▪ Adverse events  

▪ Deviations/violations 

 



QA PROCESSES: SELF-AUDITING 



Consider using Standard Operating Procedures or a 
Protocol-Specific User Manual 



Managing a Research Team 

• Think through your budget and what you can realistically do yourself 

• Make wise decisions about who you choose to support your projects 

• Document training and assess competency  

• Keep an open line of communication 

• Give feedback 

 

 
 
 
 




