
GUIDELINES FOR PROJECT LEADERS AND TEAMS ON THE CRCAH FACILITATED RESEARCH DEVELOPMENT PROCESS

1. BACKGROUND

1.1 The CRCAH Approach to Research

The Cooperative Research Centre for Aboriginal Health (CRCAH) is a partnership between Aboriginal community organisations, government departments and research organisations, which supports research that will improve Aboriginal health outcomes. It aims to do this by:

· Aboriginal direction of the research agenda – experience has shown that Aboriginal direction of and participation in each step of the research process ensures that research is appropriate and meaningful;

· Research transfer – making sure that research has maximum influence, including leading to practical improvements in services or policy; and

· Capacity development – building up the skills and abilities of Aboriginal people, communities and organisations to carry out, direct and/ or access health research; and the capacity of researchers to work strategically with Aboriginal organisations and communities.

All activities are guided by the principles of the Indigenous Research Reform Agenda, which emphasises community control and involvement in research; information feedback; culturally appropriate research methods; practical outcomes and benefits from research and observance of ethical guidelines.  (see Appendix 1 – Operational Framework for background information on the CRCAH’s programs)
2. GUIDELINES FOR PROJECT LEADERS 

Within each program, development of research projects, will be facilitated by the CRCAH. Project leaders and team members will be brought together and work in close communication with the CRCAH. 

Ongoing support and assistance in the development and implementation of projects will be provided by the CRCAH Program Manager, Program Leaders and Capacity Development Officer.  In particular projects should involve:

· Aboriginal participation in the research project and processes;

· capacity development; and 
· research transfer.  

2.1 The facilitated research project development process

The CRCAH facilitated process of project development is very different to the ‘traditional’ way research is developed. Rather than groups of researchers putting forward proposals in competition, the CRCAH works with industry to identify broad research issues (indicative research questions) and then brings together researcher and industry partners in cross-disciplinary and cross-institutional project teams, to design, conduct and disseminate the research. The aim of the facilitated research project development process is to create an environment that is collaborative and developmental, whilst still focussing on the priorities identified by the Aboriginal health sector. Close communication with the Program Manager and Program Leaders is required at all times throughout this process.

2.2 Project development

In accordance with the facilitated research project development process, proposed research projects are developed to this stage through the following process:

· The Board setting Program priorities;
· Consultation with industry peak bodies on priorities arising from Convocation and previously submitted projects;
· Identification of indicative research questions and development of project concepts;
· The Board prioritising project concepts;
· Program Leaders and Research Director developing draft research questions and methodologies.

The Project Leader and team members will extend the research question/s into full research protocol/s; including the identification of potential project team members.  The CRCAH Program team will support the Project team and maintain close communications to ensure that, while the research questions may require some modification, the questions continue to reflect the priorities identified by the Aboriginal health sector.

The following points need to be taken into consideration in project development under this process. Each point below relates to a section of the research protocol to be completed.

2.2.1 Research question(s) and methodology (proposed approach)
The research questions and proposed approach have been drafted by Program Leaders to help translate the priorities identified by the Aboriginal health sector into a draft research project plan. Issues for further consideration by the team include:
· Appropriateness and relevance 
· Does the research question require further refinement?  If so, can it more effectively address the industry priorities and Chronic Conditions Program Statement
· Quality, rigor and feasibility 
· Can the outlined research questions and proposed approach(s) be developed into a feasible and rigorous research protocol? 
· Are there stronger alternative approaches that should be considered? 
· Can the proposed approach be made to fit with the realities of working in the Aboriginal health context, and in ways that are culturally safe and appropriate?  
· Research transfer 
· Will the proposed research project plan achieve transferable outcomes; i.e. will the findings of the research be widely relevant and useful in the Indigenous health sector?
· Are the potential users of research involved in its planning, conduct and dissemination? (The process of developing the research so far has involved the users of research, but this involvement needs to continue throughout the project.)

· Will the research questions and methodologies result in findings that are useful and credible to the Aboriginal health sector.

· Capacity development 
· Does the proposed approach help build capacity at individual, community, organisation, or system level? Can this capacity development aspect be strengthened?
· Does the project promote and involve Aboriginal input and leadership in each stage of the research?

· Are Aboriginal individuals and industry representatives effectively engaged in the research process?

· Are there opportunities for scholarships, traineeships and professional development for Aboriginal people?
· What are the training needs of the project team, including the training needs of Aboriginal industry representatives to effectively engage in the research and training needs of researchers to effectively work in an Aboriginal context?
· Does the project help an organisation or community bring about change/improvements?  For example, supporting Aboriginal organisations to understand and use research data to improve services.

· Does the project identify, demonstrate and evaluate how the capacity of the health system can be improved, through for example, contributing to government policies on how research data is collected and used by health services. 

NOTE: Further information about the CRCAH’s approach to Research Transfer and Capacity Development, including some useful resources is available from the CRCAH website at: http://www.crcah.org.au/index.cfm?attributes.fuseaction=ChanRes and from the Program Manager. 
Program Managers will also consider how the projects will be incorporated into broader research transfer / capacity development strategies to maximise likely outcomes. 

2.2.2 Collaborative arrangements

The shift to the process of facilitated development of research projects helps to build on the strengths of collaboration possible within the CRCAH, as well as reduce competition between partners. The involvement of the following should be considered and collaborative arrangements should be discussed with the Program Manager and Program Leaders:

· It is essential that Aboriginal organisations, individuals and other end users of research are included in the project.
· More than one CRCAH partner organisation in the collaboration is highly desirable.
· Links with relevant CRCAH projects and students.

· Members of the CRCAH community, who have put forward expressions of interest for being involved, should be considered where appropriate.
· While in the initial stages it may be difficult to give commitments about the extent of possible involvement in any project, it is also important that the interests of individuals and organisations in the project development process are treated with respect and due consideration. It is therefore important that the potential involvement of any individuals and organisations is discussed openly and frankly, with the Program Manager and Program Leaders.

2.2.5 Research governance

Multi-partner and multi-part research projects require very clear governance structures. Some issues around research governance for consideration by Project Leaders and Teams are:

· How will the project research governance structures ensure the proposed project remains consistent with industry priorities as determined by the CRCAH Board?

· How will the project research governance structures ensure that the project research methods remain sound? 
· How will the project research governance structures support negotiation of Intellectual Property issues and ensure ongoing communication with the CRCAH around Intellectual Property issues and ownership of knowledge? 
· How will the relationships and responsibilities in relation to research project governance of the Project Leaders and the Project Team be defined within project research governance structures, including who will take responsibility for research governance activity at different stages of the project and how will those with responsibilities relate to the Program Leaders, Program Manager and Capacity Development Officer?
· How will project research governance structures incorporate the CRCAH commitment to Aboriginal input into the project, capacity building & research transfer activities and ensure that capacity development and research transfer aspects are given appropriate attention? For example Aboriginal health services need to be included in governance structures to promote involvement in research transfer process.

· How will project research governance structures incorporate the CRCAH commitment to effective partnerships? Including, how will the expectations and contributions of the various partners in the Project Team be identified, respected, resourced and included, and what approaches would be implemented to monitor partnership effectiveness and address potential disputes between partners?
2.2.6 Developing the Project Team

In the first instance the CRCAH (in consultation with Program Leaders) will identify potential Project Leaders. 

Developing the Project Team will be facilitated by the Program Manager in collaboration with the Project Leader and Program Leaders. The following issues are to be considered in discussions around developing Project Teams:

· Aboriginal leadership in the project team or the ability to make provision for the development of Aboriginal researchers in the project team, including mentoring.
·  Industry participation through research project team membership  The CRCAH can also help link up industry partners to the project.
· Project team structures that support appropriate, effective and mutually beneficial communications.

· Project teams may include in-kind commitments as well as funded positions.

· Demonstrated experience and competency in working cross culturally and collaboratively. 

· The roles and responsibilities of Research Project Leaders and individual team members need to be negotiated and defined.  

· The Program Manager holds a list of people who have expressed interest in particular projects, for consideration in developing the project team. 

2.2.7 Data quality and management

Issues to be considered: 

· How will Project Teams ensure the quality of data? (e.g. how will reliability and validity of data be maximised?)
· How will data be managed by Project Teams? (e.g. what systems/processes will be put in place for data collation and storage?)
2.2.8 Ethical issues

The CRCAH places critical importance on the conduct of ethical research. The CRCAH recommends use of the National Health and Medical Council Values and Ethics: Guidelines for Ethical Conduct in Aboriginal and Torres Strait Islander Health Research, available at http://www.nhmrc.gov.au/publications/_files/e52.pdf. These guidelines highlight the importance of the values of reciprocity; respect; equality; responsibility; survival and protection and spirit and integrity. Issues to be considered also include:

· any particular ethical issues critical to the project
· how ethics approval will be gained

2.2.9 Project implementation 

Research Project Leaders and Teams will need to identify any likely problems of feasibility and provide realistic advice to the CRCAH Program Manager and Program Leaders about these issues. These may include time frame or costs in carrying out research. 

Some feasibility issues may only become clear as the project is underway. A proposed project proposal is likely to include two phases; 1) a review phase in which current evidence and/or action is described and assessed, and 2) an implementation phase in which the primary research is conducted. Some feasibility issues might not emerge until the detailed planning of the second phase is commenced, or may only apply to the second phase of the project.  A second phase is also likely to require much more detailed negotiation between potential partners – particularly industry partners – before it can commence. It may therefore be practical that the original protocol provides more detail about the plans for the first phase of the research than the second, but establishes some key ‘decision points’ at which the feasibility and quality of the second phase can be re-assessed.

2.2.10 Timelines


Project Leaders and Teams need to detail commencement and completion dates (for the project as a whole, or of particular phases within the project), and any key decision points or milestones as outlined above. It is also important that the timeframe includes sufficient time for necessary capacity development activity, negotiation with and the involvement of industry partners, while keeping in mind that a number of industry partners have already expressed their interest in these projects.

2.2.11 Intellectual Property Management

As a public good CRC, the major focus of the CRCAH is on research which can lead to improved health outcomes for Aboriginal Australians. The CRCAH’s underlying philosophy is that the value of Centre Intellectual Property is best realised through the uptake of research outcomes as widely and quickly as possible to achieve social and economic benefits for Aboriginal Australians. 

The CRCAH facilitated research development process poses a number of potential risks around the management of intellectual property, and the management of relationships around intellectual property. The CRCAH is currently developing a policy on most appropriate way to manage IP matters, and we will provide this advice to project teams and project teams as soon as it becomes available. In the meantime, please consider potential IP implications. Any background IP that participants are bringing to the project should be identified.

2.2.12 Budget

It is important that in considering the budget required for the project, Project leaders and teams do not underestimate costs, whilst also being conscious that budgets should be lean. Costs associated with capacity development, research transfer and collaboration activity should be defined and included.

There is anecdotal evidence that research projects developed within CRCAH programs are likely to be attractive to other funders as well as the CRCAH, and in allocating funds to the projects the CRCAH may take into consideration the likelihood of being able to leverage funds from other sources to help cover the budget.

Issues to be considered in drawing up the project budget include: 

· Bottom line – how much (i.e. dollars) 

· What is included/excluded (e.g. capacity development, education and training, knowledge transfer, seed funding)

Overall budgets need to be presented in the following format, and a table should also be provided indicating a breakdown of how the cash sought from CRCAH would be spent.
	
	Budget contributions for each financial year

	
	Year 1*
	Year 2
	
	
	TOTAL

	Cash from CRCAH
	
	
	
	
	

	Cash from CRCAH partner organisation(s) 
	
	
	
	
	

	Partner 1**…
	
	
	
	
	

	In-kind contributions from CRCAH partner/s ($)
	
	
	
	
	

	Partner 1**…
	
	
	
	
	

	External cash contributions from non-partner organisations
	
	
	
	
	

	Organisation 1**….
	
	
	
	
	

	External in-kind contributions from non-partner organisations
	
	
	
	
	

	Organisation 1**….
	
	
	
	
	

	TOTAL
	
	
	
	
	


* Please insert the relevant financial year dates above each column, eg 2005-06
** Please only complete where applicable and add lines to table for any additional partner organisation or non-partner organisation

	Example: Proposed expenditure of CRCAH funds

	Category
	Year 1
	Year 2

	Note: Suit categories to project needs, but for example:
	
	

	
	
	

	Salaries:
- Project officer level x


	
	

	On-costs
	
	

	Reference group costs
	
	

	Travel costs
	
	

	Meeting costs
	
	

	Training
	
	

	Research transfer/publications costs
	
	

	Capacity development costs
	
	


The overall budget available for the current group of projects under development in this program is approximately one million dollars over 3 years. However there may be opportunities to leverage additional funds into projects from other sources.
As indicated, budgets should include funding for capacity development and research transfer elements of the project, as well as necessary research expenditure. However budgets should not contain capital items or costs such as office space, which would normally be considered an in-kind contribution.
APPENDIX 1
OPERATIONAL FRAMEWORK

The CRCAH uses a programmatic approach as an operational framework, consisting of five large programs of research. 

2.1 The Programmatic Approach

A CRCAH program is a strategic body of research work with specific research and health goals aimed at producing important outcomes for Aboriginal health.  It comprises a number of related research projects as well as research transfer and capacity development activities; that together form a coherent approach to addressing areas in which improvements in knowledge or its uptake may lead to health gains. 

Within the CRCAH programmatic approach research programs can vary in size and scope, and may require different levels of financial or other support from the CRCAH, but all will be framed by specific research questions. The coherence of the ‘program’ comes from:

· the strategic direction of the package as a whole in terms of using research (both new and existing) to address gaps in knowledge or practice, in areas which are critical to Aboriginal health improvement;

· building on existing work, relating it to industry needs, identifying gaps in knowledge or barriers to uptake, and developing a comprehensive strategy to achieve outcomes;

· ensuring the planning and conduct of research, transfer and capacity development is in keeping with the principles of the Indigenous Research Reform Agenda;

· the building of links and relationships across a network of researchers, Aboriginal controlled organisations, industry, and practitioners at all levels;

· the use of collaboration, complementarity and synergy to gain value beyond the simple sum of the component projects;

· a strategic and integrated approach to transfer, brokerage and dissemination;

· the integration of the education and training function into the research program and into the life of the program’s network/research community, with a clear focus on building Aboriginal capacity.

In bringing together the combined efforts of a range of funded and in-​kind projects, the programmatic approach also provides greater opportunity for effective targeted transfer of research findings into policy and practice through a synthesis of a range of evidence/knowledge. 

2.2 How programs will work 

The process of developing a program is collaborative, and builds on existing work; including that of other organisations. A program statement (see example Box 1 below) acts as a guide for activities and is developed with the help of a small roundtable of industry representatives and endorsed by the Board. The program statement outlines the program goals, indicative research questions (priorities), outcomes, funding, research transfer, knowledge brokering and capacity development plans. This document should be read in conjunction with the relevant program statement. Full program statements and summaries are available from the CRCAH website at: http://www.crcah.org.au/index.cfm?attributes.fuseaction=progRes ).

Activities undertaken within programs fall within three phases, which can and should occur throughout the program’s life cycle, although not necessarily sequentially:

1) Development or conceptualisation; building on existing work;  

2) Implementation; in line with the program statement and including dissemination and research transfer; and,

3) Evaluation/program outcomes statement; ideally occurring alongside the implementation phase.

A full program statement for the Chronic Conditions Program is available from the Program Manager or from our website (www.crcah.org.au), and look in the Research page.
STEPS IN THE FACILITATED DEVELOPMENT PROCESS




Guiding principles for CRCAH Research and Development Programs and Network of Interest

· The Network of Interest and individual research and development projects will provide a safe environment in which Aboriginal community partners can work.

· Evidence based applied research that can produce results that are directly applicable to policy development and/ or change, and especially service provision is required. This includes the translation of existing knowledge into practice through training, including tertiary education curriculum, service provision and policy development and/or change, not just the conduct of new research.

· Priority will be given to community and industry identified research questions.  Researcher-driven questions are secondary.

· Community organisations require a capacity to identify and address research questions - this is part of the capacity development function and is informed by knowledge transfer activities as well as processes that enable informed decision making choices.

· Research projects will be designed and implemented in partnership with Aboriginal community and industry organisations and partners.  This includes all aspects of research from active involvement in the development of research and development projects, through to undertaking the activities, as well as ownership of the outcomes.  

· Partnership with Aboriginal community groups also entails a working commitment to the post research activities.  This involves assisting communities with grant submissions to external funding bodies for development, implementation, monitoring and evaluation of programs as a result of research outcomes.  This may also include and is not limited to supporting and/ or advising community and industry groups to more appropriate agencies for assistance.  

· Data generated from community-based research projects belongs to the community partners and use and publication of data will be at their discretion.

· Research groups involved in the Program must be prepared to collaborate across disciplines, institutions and cultures. Aboriginal interpretations of both questions and data are a fundamental part of the research process

· This is not a competitive grant funding system and the CRCAH is not primarily a source of grant funds. The CRCAH is more a tool to achieve change through the application of research and knowledge. 

· Interpretation and communication of results should be done in collaboration with and in formats acceptable to community organizations and other users of the findings as relevant.

· There are no guarantees for researchers that conventional research grants or academic outputs (e.g. first author peer-reviewed papers) will arise from involvement in the Program.

Board identifies priority programs for development





Project leaders and Program Leaders will need to meet face to face to clarify project





Once endorsed by Board, a Statement of Project Responsibilities is signed off to formalise the project and allow research to commence
















































































QA process includes research, Aboriginal health sector and govt reps
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Proposal returned to Board for endorsement





Quality assurance process continues until Program Leaders and Research Director satisfied with quality





Quality assurance process brings reviewers and project teams together face to face to work on improving quality of proposal





Project leaders selected, develop proposal and draw together project team, supported by input from Program Leaders and Managers.





Project outlines circulated to CRCAH community, inviting people to nominate as Project Leaders or team members





Program Leaders flesh out project outlines to include research questions, suggest methods





Board prioritises project outlines where CRCAH research can have most impact





Program Leaders develop project outlines that reflect these priority research needs





Industry roundtable held for each program to identify priority research needs





Program statements define the parameters of work within each program
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