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DCP organization

The Division of Cancer Prevention (DCP) is organized in a matrix structure.  The matrix features a Coordinating Unit (CU) and two research group sections – the Foundations of Prevention Research Groups and Organ System Research Groups - and interdisciplinary project teams.  This management structure provides the opportunity to adapt to a complex and changing research environment while providing the infrastructure needed to facilitate and support the interdisciplinary work of the research groups within DCP.

Project Teams 

Project Teams are goal-oriented groups formed to address research and/or administrative issues that support the overall mission of DCP. The goal of the team determines its membership and duration.  In general, project teams consist of staff from DCP research groups, the Office of the Director, and/or the Administrative Resource Center (ARC).  In some cases, membership may include individuals from outside the Division.  

Project Teams provide an efficient and effective way to enhance communication within the Division and the Institute by bringing together individuals with varying expertise to work on a common task.  As such, Project Teams are considered an essential part of DCP’s workflow.
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Project Team structure

All project teams have the same basic organizational structure – Project Team Leader, Sponsor, and Project Team Members – with its membership determined by the types of expertise required to meet the team’s goals and objectives.  The Project Teams Manager coordinates and provides oversight of general project team activities in DCP.

Role and Responsibilities of the Project Teams Manager

The Project Teams Manager will develop and maintain a workable structure for DCP project teams that will facilitate the development, implementation, and successful completion of project teams activities.  To meet this goal, the Project Teams Manager will:

· Develop and maintain a procedures manual defining and describing project team activities.

· Coordinate training for Project Team Leaders and members in team management and leadership.

· Encourage a balance of work conducted within Research Groups and on Project Teams by facilitating:

· the optimum and timely allocation of Division resources, 

· clear and effective communication among all levels of DCP staff.

· Act as liaison, mentor, and resource for DCP staff in development and implementation of their project teams including:

· reviewing and monitoring project team progress, 

· coordinating the Project Team Leaders meeting. 

· Provide long- and short-term follow-up of project teams’ activity to assure the teams’ final products and/or findings are incorporated into DCP plans and activities.

· Communicate Project Teams’ status and activities to the Division.

Members of a project team have designated roles and responsibilities in completing the work of the team.  The general roles and responsibilities of each project team member are defined in the following sections.

Role and Responsibilities of Project Team Leaders 

The Project Team Leader is charged with building a team composed of individuals with the talent, experience, expertise, and interest required to meet the goals of the project team.  

The Project Team Leader assumes responsibility for the development of the project team and overall management of its activities.  This includes the following tasks:

· Prepare and present the proposal for the project team for review and approval by the CU.  This includes completing the Project Team Capsule Concept in the DCP Staff (EGGS) database.
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· Identify and recruit the staff required to meet the goals of the project team including:  

· requesting approval for a team member’s participation from their Research Group Chief or supervisor, 

· requesting administrative support as required.

· Define the goals and objectives of the project team, and identify and/or create the tools required to meet them by:  

· providing necessary guidance and mentorship to support project team members, 

· developing task lists and timelines and monitoring the completion of assigned tasks. 

· Establish a standard format for project team meetings.  Input should be obtained from project team members in determining the best format for the team.  This includes:

· determining an optimal time, place, and length for meetings,

· preparing an agenda for each meeting, 

· compiling and distributing minutes and attendance records for each meeting. 

· Collaborate with the Project Teams Manager and Sponsor to assure the teams’ final products and/or findings are incorporated into DCP plans and activities.

· Report to the Project Teams Manager (on behalf of the Director DCP) on the progress of the project team.  This includes:

· attending and presenting at the Project Team Leaders meeting,  

· providing progress reports and membership rosters every 6 months or as requested, 

· serving on the CU at the discretion of the DCP Director.

· Record and report the contributions of the project team members toward meeting the goals and objectives of the team.

Role and Responsibilities of the Sponsor

Each project team is sponsored by a member of the DCP Coordinating Unit (CU).

The CU sponsor provides the support needed to facilitate the successful completion of all project teams activities.  This may include:

· Advising the Project Team Leader in the design, development, and implementation of the project team proposal as needed.

· Acting as a mentor to the project team for problem solving. 

· Collaborating with the Project Teams Manager and Project Team Leader to assure the teams’ final products and/or findings are incorporated into DCP plans and activities as appropriate.

The Project Team Leader and the Sponsor will mutually determine the role of the Sponsor in a project team’s activities.

Role and Responsibilities of Project Team Members

There are standard expectations for the members of any project team that are independent of their role and responsibilities in the Research Groups.  Project Team Members will:

· Share and contribute their scientific, technical, and/or administrative expertise to the work of the project team.

· Meet their commitments and obligations to the work of the project team and its members by:

· contributing to the work of the team,

· discussing and resolving competing commitments with their Research Group Chief and/or supervisor.

· Demonstrate initiative in meeting goals of the team by:

· completing assigned tasks within deadlines, 

· discussing and resolving problems in meeting team commitments with the Project Team Leader.  

The role of some Project Team Members is defined by their specialized expertise and/or availability.  These individuals may be considered as “consultants” to the project team. Their role will be unique to each project team.

Forming Project Teams

A project team is a group of individuals who come together to perform a specific task that requires collaboration among DCP Research Groups.  Its role can be developmental, administrative, scientific or a combination of these.  The decision to form a project team should be made in collaboration with the Project Teams Manager.  

The length of a project team’s activity will vary depending on the time, effort, and resources required to meet its stated goals and objectives.  However, there are some tasks requiring a cooperative staff effort that can be completed within a short period of time and/or with a limited number of resources.  Given the details of the project team process, these tasks may not be appropriate for development into project teams.  These cases should be discussed with the Project Teams Manager.

General Membership 

The Project Team Leader determines the team’s membership.  The following criteria should be considered when planning for recruitment. 

· The project team should be comprised of enough individuals with the talent, experience, expertise, interest, and time required to meet the goals of the project team.

· Team members should have enough time available to fully participate in project team activities. 

· Approval for a member’s participation should be obtained from their Research Group Chief or Supervisor by the Project Team Leader prior to finalizing membership.  

· Recommendations for members may be provided by the Director of DCP, the Project Teams Manager, and/or the Sponsor.

It is recommended that a project team include a minimum of four members (including the Project Team Leader).  Project team membership must include staff from two or more of ANY of  the following: 

· the DCP Research Groups, 

· the Office of the Director (which includes the Office of the Deputy Director, the Office of the Associate Director for Clinical Research, the Office of Preventive Oncology, and the Protocol Information Office), and 

· the Administrative Resource Center (ARC)

Membership is not limited to DCP and ARC staff, but may include staff from other Divisions, Institutes, or the extramural community as needed.

There is no limit to the number of members a project team may have.  The Project Team Leader should bear in mind the potential impact on the team’s efficiency and efficacy when large numbers of staff participate on a team.  Alternate team structures should be considered for large teams.  For example:

· The team may benefit from being organized into smaller task-specific groups with each smaller group having a designated leader.

· Some members of the team could be designated as “consultants” and invited to attend project team meetings for a specific purpose and/or limited duration.

Recruitment to project teams

Recruitment for a project team can begin either during development of the project team concept (and prior to the approval of the CU) or after the project team’s approval by the CU. 

Size and composition of project teams will vary depending on the project team’s goals and products, limitations imposed by timelines, and availability of required resources.  The Project Team Leader determines the final membership of the team.

· An e-mail announcement describing the project team should be sent to all DCP staff, and should include an overview of the project teams goals, products, implementation plan, timeline, and status.  The Project Team Leader should also be identified.

· The e-mail should include a request for interested volunteers for participation in the project team.  A description of the types of expertise and the number of staff required to complete the team roster should also be included.   

· Project Team Leader should give consideration to those volunteers who, though lacking required expertise, present a high level of interest and a willingness to actively contribute, 

· Approval for individual staff participation should be obtained from the appropriate Research Group Chief or Supervisor. 

· DCP staff may be appointed to any role in a project team at the discretion of the DCP Director.  

If recruitment to a project team will not be completed until after CU approval of the team’s concept, the project team capsule concept should include the following:

· the name, organization, and expertise of the team members recruited to date,

· the types of other expertise needed for the project team,

· the number of additional team members to be recruited.

All new project teams should be announced to DCP staff following the team’s final CU approval for activation.  This e-mail announcement should include a brief overview of the project teams goals, products, implementation plan, timeline, and a current roster of the Project Team Members and Project Team Leader.

Time and Effort Requirements

Commitments

All project team members are expected to meet their commitments and obligations to both the work of the project team and their Research Group.  

· Team members should determine optimal number of teams in which to participate to assure adequate balance in their workload and minimize the number of competing commitments.  

· Participation in at least one project team each year is required.  Exceptions to this requirement will be considered by the DCP Director and other designated staff on a case-by-case basis.

· Participation in no more than 3 active project teams at any one time is recommended.

Meeting attendance

Each team member assumes the obligation to attend project team meetings.  

· Meeting attendance is considered in reporting project team performance.

· Attendance should be formally recorded at each team meeting and included as part of the meeting minutes.

· The Project Team Leader should be notified prior to a meeting if a member cannot attend.  

· The Project Team Leader should discuss any chronic attendance problems and explore possible solutions with the Project Team Member.

· Final resolution of the problem should be a joint decision of the Project Team Leader, the Project Team Member and, if appropriate, the Research Group Chief or Supervisor.

Balancing the workload

Project Team Members should consider their assigned workload in their Research Group both prior to and during participation on a project team to assure that a reasonable balance is maintained between these two commitments.   

· Project Team Members should plan to spend 10%-20% of their work hours completing project team tasks.

· Competing commitments should be discussed with the Team Member’s managers, i.e. the Research Group Chief, Supervisor, and/or the Project Team Leader.  A plan for prioritizing his/her tasking should be developed with input and collaboration of managers.

· It is recommended that the project team divide into small working groups to facilitate the timely completion of the project team’s tasks.

Monitoring Project Team Performance 

Project Team performance will be monitored by the Project Teams Manager and documented on the Project Team Performance Report (see Appendix A).  

· The overall performance of the project team, the team leader, and the team members will be documented on the Performance Report.

· The Performance Report will be completed at least once a year and/or at the completion of the project team. 

· The Performance Report will be completed by the Project Teams Manager with input from the Project Team Leader, Project Team Members, and others as appropriate.

Project Team Leaders will report on the progress of the project team approximately every six months at the Project Team Leaders meetings and at the completion of the project team.

Project Team Leaders also will provide a roster of their team members every six months.  The roster should include changes in team membership and the members’ dates of participation in the team.
Criteria for Evaluating Project Team Participation

To assure equity in assessments of DCP staff participation in project teams, the following criteria will be considered by the Project Teams Manager when monitoring and reporting project team performance.  

Performance of the Project Team:

The success of a project team is the shared responsibility of all its members. The overall performance of the members should be considered when reporting the project team’s performance.  

· Meeting Milestones: 

· Has the project team met the milestones according to schedule?

· Has the project team operated within its allocated resources?

· Did the project team meet all its goals, develop its products, and end as planned?

· Did the project team fail to accomplish its goals?  If so, what were the reasons?

· Productivity (as applicable):

· Have scientific or administrative ideas, documents, policy, guidelines, or tools emerged?

· Has the project team produced a scientific concept (e.g., RFA, PA) or a publication?

· Outreach:

· Has the project team reached out to the research groups across the Division, other divisions or institutes, and/or the extramural community?

· Has the project team helped promote the mission of the Division?

· Has the project team promoted communication within the Division?

· Awards/Recognition:

· Has the project team received any recognition, awards, and/or citations?

· Other Considerations:

· Were there specific events and/or circumstances that impacted the overall performance of the project team? 

Performance of the Project Team Leader: 

The Project Team Leader assumes responsibility for the development of the project team and overall management of its activities. 

Leadership and Management

· Did the Project Team Leader effectively define and articulate the team’s goals and objectives?

· Did the Project Team Leader work well and/or collaborate with the other members of the project team?

· Did the Project Team Leader regularly convene project team meetings, keep to the agenda, reach consensus, and promote teamwork?

· Did the Project Team Leader promote communications among all members of the project team?

· Did the Project Team Leader attend the Project Team Leaders meetings? 

Performance of the Project Team Members: 

All project team members are expected to share and contribute their expertise to the work of the project team, and meet their commitments and obligations to the project team and its members.

Members’ Participation

· Did Project Team Members regularly attend and participate in the meetings?

· Did Project Team Members contribute equitably to the work of the team?

· Did Project Team Members provide the needed expertise, and contribute to the activities of the project team?

The project team’s performance is monitored and reported by the Project Teams Manager and documented on the Project Team Performance Report Form.  This report is shared with the DCP Director, the CU, the Sponsor, the Project Team Leader, and Project Team Members.  

Participation in project teams will be used as one criterion for evaluating the work performance of DCP staff.  It is recommended that the Performance Report be used by the Research Group Chiefs or Supervisors to develop and/or inform the Employee Performance Management Plans (EPMP) for their staff.

The performance of a Project Team Member may be reported on an individual basis at the request of the appropriate Research Group Chief or Supervisor, or at the discretion of the Project Team Leader.  These individual reports will be documented outside of the Project Team Performance Report in a separate document, and will be distributed only to the team member and his/her Research Group Chief or Supervisor.  
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Project Team Performance Report Form

	Project Team:  
	

	
	Number and name

	Project Team Leader:  
	

	  Project Team Members:
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	Project Team Status:
	Active  _______
	
	Complete  _______



The success of a project team is the shared responsibility of all its members. The overall performance of the members should be considered when reporting the project team’s performance.

Meeting Milestones 

Has the project team met its milestones in time, and operated within its allocated resources?

Yes
______


No

______

Did the project team meet all its goals, develop its products, and end as planned?

Yes
______


No

______

Productivity

Have scientific or administrative ideas, documents, policy, guidelines, or tools emerged?

Yes
______


No

______


N/A
______

Has the project team produced a scientific concept (e.g., RFA, PA) or a publication?

Yes
______


No

______


N/A
______

Outreach

Has the project team reached out to the research groups across the Division, other divisions or institutes, and/or the extramural community?

Yes
______


No

______

Has the project team helped promote the mission of the Division?

Yes
______


No

______

Has the project team promoted communication within the Division?

Yes
______


No

______

Awards/Recognition

Has the project team and/or its members received any recognition, award, and/or citation for the project team’s work?

Yes
______


No

______

Project Team Performance Report Form 

Project Team:  
__________________________________________________

Leadership and Management

The Project Team Leader assumes responsibility for the development of the project team and overall management of its activities.  

Did the Project Team Leader effectively define the team’s goals and objectives, and provide the tools and resources needed to meet them?

Yes
______


No

______

Did the Project Team Leader promote teamwork through regular project team meetings, consensus building, effective communications, and/or successful collaboration with the team members?

Yes
______


No

______

Did the Project Team Leader attend the Project Team Leaders meeting?

Yes
______


No

______

Members’ Participation

All project team members are expected to contribute their expertise to the work of the project team, meet their commitments and obligations to the project team and its members, and demonstrate initiative in meeting the goals of the team.  

Did the Project Team Members regularly attend and participate in the meetings?

Yes
______


No

______

Did the Project Team Members contribute equitably to the work of the project team by sharing their expertise and meeting their commitments and obligations to the project team?

Yes
______


No

______

Comments:  _________________________________________________________________

____________________________________________________________________________

____________________________________________________________________________

____________________________________________________________________________

	Report completed by:  
	


Project Teams Manager




 Date

	Report distributed to:
	DCP Director and CU 
	

	
	
	Date

	
	Project Team Leader
	

	
	
	Date

	
	Project Team Members
	

	
	
	Date
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