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Infroduction

I'd like to start by sharing why | believe so strongly in the “grow your own”
philosophy. Over the years, I've learned that success in building an
extraordinary team, regardless of the roles, comes from hiring people
whose values align with our organization’s mission and then carefully
nurturing their development. By investing in new recruits and guiding them
toward becoming fully capable CRCs (as well as other roles), you can
maintain a level of quality and dedication that might be harder to achieve
through the traditional “plug-and-play” hiring approach.

Overview of the “Grow Your Own” Philosophy

To me, “grow your own” means starting with entry-level hires who have the
right attitude, curiosity, and heart for serving patients in clinical research.
From there, you build them up through structured training, mentorship, and
practice. As aresult, you preserve the integrity of your processes and ensure
that every CRC fully embraces your mission. Over fime, these team
members become the backbone of your site—professional, competent,
passionate, and aligned with your values.
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Courtesy of PCRS Network, LLC

This book is sponsored courtesy of PCRS Network, LLC, and is provided as a
service to the industry to help clinical research sites create the best possible
teams to conduct clinical research in keeping with our mission of “Saving
and Improving Lives by Accelerating Clinical Research.” We hope you find
this book helpful and thought provoking. For more information about PCRS
Network, LLC please visit our website at www.pcrsnetwork.com.
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Foundational Steps in Building a CRC Pipeline

When | set out to create a CRC pipeline, | start by putting together a
roadmap. That roadmap outlines every potential rung of the ladder: from
an entry-level receptionist or lab assistant all the way to site manager. This
structure provides clarity and helps new recruits see a tangible path for
growth.

A. Develop a Clear Career Development and Progression Roadmap

| believe the first step is to spell out, in detail, what each level of the job
ladder entails. This takes away the guesswork. So, forinstance, a brand-new
hire might begin as a receptionist, progress to lab assistant, then become
an assistant CRC, and continue up to CRC 3 or site management,
depending on their performance, interests, and the site's needs.
Compensation, responsibilities, and the fimeline for promotions are
transparent, which helps everyone stay motivated.
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Checklist: Career Progression Roadmap

v' Define each position’s title and core responsibilities.

v' Outline required skills/competencies for advancement.

v’ Establish clear timelines or experience thresholds for
promotions.

v’ Tie compensation bands to each level and communicate
ranges openly.

v' Share roadmap with all feam members (tfransparency builds
trust).

B. Establish a Mentorship Program

I've personally found that a good mentor early on can set the tone for a
new hire's entire career. When | assign a mentor, it's usually someone who
embodies the mission and is willing fo invest the time and emotional energy
into coaching others. The mentor does a lot more than just answer
questions. They show the ropes, reinforce our culture of compassion, and
model servant leadership in their interactions with colleagues and
partficipants.

Checklist: Mentorship Program

v Identify and train experienced CRCs or site staff as mentors.

v' Match new hires with mentors based on skill sets and
personality fit.

v" Provide mentors with guidelines on effective onboarding and
cultural reinforcement.

v' Schedule regular mentor-mentee check-ins (weekly or bi-
weekly at first).

v' Track mentees’ progress and gather feedback for continuous
improvement.

C. Adopt a Servant-Leadership Culture

| see servant leadership as a mindset where |, and other leaders, view our
job as removing obstacles for our teams. By doing this, we create an
environment where each person feels empowered to do their best work. It
also fosters a sense of trust and loyalty, which leads to lower turnover and
a happier team.
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Checklist: Servant-Leadership Initiatives

v
v

v

Encourage leaders to host regular “listening sessions” with staff.
Set aside resources or budgets for team growth and
professional development.

Foster open-door policies for problem-solving and idea-
sharing.

Recognize and reward acts of service toward team members
and participants.

Promote ftransparency in decision-making and strategic
planning.
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Recruitment and Hiring Strategies

| often tell people that everything begins with the right person in the right
role. So, | spend quite a bit of time thinking about how and where to find
the best recruits. Partnering with local educational institutions has been one
of my favorite ways to source emerging talent, especially those studying
medical assisting or similar programs.

A. Identify High-Quality Recruits

Over the years, I've built relationships with local technical colleges to spot
students who show promise, not just in grades but also in their attitude,
reliability, and eagerness to learn. | look for qualities like compassion,
attention to detail, and a genuine desire to help others, because these
traits are critical for success in a clinical research environment.

Checklist: Recruitment Essentials
v' Build or maintain partnerships with local colleges/trade
schools.
v' Develop a recruitment pitch highlighting the site’s mission and
growth opportunities.
v' Create screening criteria focusing on soft skills (compassion,
accountability) and technical potential.
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v Use a standardized application form or process for consistent
evaluation.

v' Engage existing staff in candidate inferviews to gauge cultural
fit.

B. Internships / Externships

Once I've identified a good prospect, | bring them in as an intern for a few
months. That time is invaluable for both sides: the individual gets hands-on
experience in clinical research, and | get to assess whether they truly align
with our mission and can handle the day-to-day realities of the role. It's
often the best predictor of future success.

Checklist: Internship/Externship Program

v' Define length of program (3-6 months recommended).

v' Outline learning objectives (GCP fundamentals, basic study
workflows, etc.).

v Assign each intern a mentor or “buddy” for day-to-day
guidance.

v" Monitor performance via weekly check-ins or a simple intern
log.

v Conduct a final evaluation to determine if a full-time offer is
appropriate.

C. Assessing Soft Skills and Cultural Fit

During the hiring process, | pay close attention to how candidates handle
themselves in hypothetical scenarios and ethical dilemmas.i While grades
and technical skills are important, it's ultimately their interpersonal
qualities—like empathy, communication, and integrity—that make a
successful CRC. Sometimes | use standardized personality and character
assessments (e.g. Myers-Briggs Type Indicator (MBTI), Predictive Index (Pl),
DiSC, Big Five (OCEAN), etfc.), but more often | rely on in-depth interviews
with scenario-based questions.

Checklist: Soft Skills & Cultural Fit
v Develop behavioral interview questions around conflict
resolution and empathy.
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Consider using personality or work style assessments.

Ask about personal motivations related to healthcare and
research.

Gauge adaptability and openness to feedback.

Check references focusing on reliability and teamwork.
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Training and Onboarding

| think thorough, methodical training is the key to building someone’s
competence and confidence. When a new hire starts, | want them to get
a well-rounded view of everything that happens at a research site.

A. Basic Training in Good Clinical Practices

| make sure that all new hires receive baseline education on GCP, FDA
regulations, and the Belmont Report principles,ii as well as a deep dive into
site-specific SOPs. This establishes a strong ethical and procedural
foundation for all future work.

Checklist: GCP & Regulatory Training

Provide official GCP training (online or in-person).

Review FDA regulations and ICH-GCP E4(R2) guidelines.Vv
Familiarize recruits with the Belmont Report principles.
Distribute site-specific SOPs and require sign-off.

Confirm comprehension through quizzes or practical exercises.

DN NI NN
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B. Internship - Shadowing Experience

| love the shadowing phase. It allows new hires to see how each role
interacts—PI, Sub-I, CRC, Lab Tech, Regulatory Specialist. They learn how
everything fits together, and they begin to appreciate how crucial each
person’s work is in meeting our mission. By the end, they have a big-picture
understanding of clinical research.

Checklist: Shadowing

v' Schedule at least one day of shadowing for each key role
(CRC, Lab Tech, Regulatory, etc.).

v' Encourage the new hire to keep a journal of observations and
questions.

v Assign a point person for each department or role to ensure
clarity of tasks.

v Conduct a debrief session after each shadowing day to
reinforce lessons learned.

v' Collect feedback from both the new hire and the team on the
experience.

C. Basic Training in Site Systems

Because documentation is such a huge aspect of clinical research, |
introduce them early on to our CTMS, EDC, and any electronic regulatory
or source systems we might use. The goal is to get them comfortable with
the tools they'll be using day in and day out.

Checklist: Systems Training

v' Provide hands-on demonstration of the CTMS (scheduling,
data entry, compliance tracking).

v Walk through EDC platforms and sponsor portals.

v Offer practice sessions on eSource or eRegulatory system:s.

v Maintain a quick-reference guide with screenshots and
troubleshooting tips.

v' Set up user accounts and confirm login credentials.
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D. Progressive Role Assignments
Rather than throwing newcomers straight into a CRC role, | prefer a
stepwise approach:

1. Receptionist: A great way for them to learn how we communicate
with participants and handle scheduling logistics.

2. Lab Assistant: Once they're settled, | teach them specimen
handling, labeling, storage, and shipping protocols.

3. Assistant CRC: Here, they start assisting with study visits and data
entry under the guidance of senior CRC:s.

Checklist: Progressive Role Movement

v' Clearly define performance milestones for each role.

v' Schedule check-ins af 30-, 60-, and 90-day intervals (or more
frequent, if needed).

v Document observed competencies in a fracking log or
performance record.

v' Ensure smooth handoff of responsibilities when moving from
one role to the next.

v' Offer targeted training to fill any skill gaps identified along the
way.

E. CRC Progression (CRC 1 — CRC 2 — CRC 3)

From that point, they move up through CRC 1, 2, and 3 as they gain
expertise. At each level, | expect them to shoulder more responsibility: from
routine tasks at CRC 1 to managing complex protocols and mentoring
interns by CRC 3.

Checklist: CRC Level Advancement
v' Establish objective criteria (e.g., handling X number of
protocols, mastering certain procedures).
v' Provide advanced fraining modules at each level (complex
EDC usage, sponsor communication).
v Assign additional responsibilities (mentoring, regulatory
documentation) as they progress.
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v' Conduct semi-annual or annual review boards to evaluate
promotion readiness.

v Adjust compensation in line with market benchmarks and
added responsibilities.

F. Beyond CRC: Potential Pathways to Site Management

For those who show a knack for leadership and operations, | provide
opportunities to step into an Assistant Site Manager role. Eventually, they
may progress to Site Manager, where they'll oversee operations, finances,
and strategic decisions for the entire site.

Checklist: Site Management Track

v ldentify high-potential CRCs based on leadership aptitude and
performance metrics.

v' Provide fraining in tfeam management, budgeting, and
sponsor relations.

v Allow emerging leaders to supervise small projects or pilot
teams.

v' Assess readiness for Assistant Site Manager roles with structured
evaluations.

v' Outline responsibilities and Key Performance Indicators (KPIs)
for Site Manager positions.
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Ongoing Professional Development
No maftter how good someone gets at their job, there's always room to
grow. | like to foster an environment where we never stop learning.

A. Continuing Education and Certification

| encourage team members to attend conferences, pursue SOCRA or
ACRP certifications,v Vi or take additional classes that might enhance their
skills. If they're eager to pursue a leadership or specialized role, I'll do my
best to support their education.

Checklist: Professional Development & Certification

v
v
v

Budget for relevant conferences or virtual workshops.

|dentify certifications (SOCRA, ACRP) that align with roles.
Offer financial support or incentives for passing certification
exams.

Encourage staff to share learnings through internal
presentations.

Track certifications and renewals in a central database.
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B. Performance Reviews and Feedback Loops

Regular feedback is essential for growth, so | hold structured performance
reviews. Together, we set goals—like lowering query rates or improving
protocol compliance—and track them at each check-in. This keeps
everyone aligned on what success looks like.

Checklist: Performance & Feedback

v Implement quarterly or semi-annual formal reviews.

v Use standardized performance metrics (e.g., protocol
deviation rates, on-time visit completion).

v Incorporate 360-degree feedback from peers, mentors, and
SUPErvisors.

v' Create individualized development plans for each CRC.

v Document all feedback sessions for clarity and follow-up.

C. Leadership and Soft Skill Training

Beyond technical know-how, | place a lot of emphasis on building people’s
communication, time management, and conflict-resolution skills. In my
experience, CRCs benefit fremendously from these soft skills, which can
make all the difference during sponsor interactions or busy clinic days.[3]

Checklist: Leadership & Soft Skills

v Offer workshops or e-learning modules (communication,
negotiation, time management).

v Encourage real-world practice (leading team huddles,
presenting at staff meetings).

v" Provide reading lists or resources on leadership principles.

v' Support mentorship training to help CRCs transition into
managerial roles.

v' Recognize and reward effective soft skill usage in performance
reviews.
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Reinforcing a Culture of Care and Compassion

To me, clinicalresearch is not just a job—it’s a service. | never want my team
to forget that behind each data point is a real person who frusts us with
their health and safety.

A. Volunteer-Centric Approach

| make it a point to continuously remind everyone that the data we collect
ultimately serves patients. We celebrate patient milestones and recognize
how each of our actions can improve or even save lives.

Checklist: Volunteer-Centric Initiatives

v
v

v

Display patient success stories or testimonials in the office.
Build in a *moment of reflection” in staff meetings about the
impact of research.

Invite patient advocates or speakers to share experiences.
Provide thorough informed-consent training (ethical
considerations).

Encourage staff to share positive or meaningful encounters
with participants.
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B. Team Collaboration and Cohesion

| love hosting regular tfeam gatherings, whether it's a quick huddle or a
social event. It helps maintain a sense of unity and shared purpose. When
everyone feels valued and connected to the mission, they're more likely to
stick around and give their best effort.

Checklist: Team Building & Collaboration

v' Schedule monthly or quarterly team-building exercises.

v' Use project management tools (Trello, Asana) for tfransparent
task oversight.

v' Organize cross-departmental “lunch & learn” sessions.

v' Recognize outstanding collaboration in team awards or public
shout-outs.

v' Foster open communication channels (Slack, staff newsletters).

C. Long-Term Retention and Growth

By offering clear advancement paths and competitive compensation, |
retain high-caliber individuals who believe in what we're frying to
accomplish. We all grow together, and as a result, the entire site benefits
from the continuity and depth of experience they bring.

Checklist: Retention Strategies
v Regularly review and update salary ranges to stay

competitive.

v Offer well-defined career paths (clinical, managerial,
specialist).

v Conduct “stay interviews” to learn what employees value
Most.

v' Provide perks such as flexible scheduling or remote work
opftions, if feasible.

v' Recognize tenure and loyalty with milestone celebrations or
bonuses.
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Conclusion

| hope this guide, complete with checklists, provides a clear blueprint for
how | approach hiring, training, and developing a strong team of CRCs.
Everything hinges on creating a nurturing environment, where new recruits
see a future, feel supported, and understand the mission. With each new
hire, | keep the big picture in mind—growing our own extraordinary team
and, ultimately, “Saving and Improving Lives by Accelerating Clinical
Research.”

Call to Action
- Revisit or refine your site’s mission statement, ensuring it reflects a servant-
focused approach.

- Cultivate relationships with local educational institutions to find your next
wave of motivated entry-level hires.

- Implement a structured plan—Iike the one outlined here—so you can
guide new recruits systematically toward CRC mastery and beyond.
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