Developing Authentic Stakeholder Engagement in Short-term, Modestly Funded 
Pilot Projects: Practical Strategies for Researchers
This resource provides concrete steps that researchers can follow to support authentic stakeholder engagement throughout a project. The content is informed by the Broadly Engaged Team Science framework (Selker & Wilkins, 2017) and learnings from the policy of Tufts Clinical and Translational Science (CTSI) (Tufts CTSI, 2022) to require engagement in the short-term, modestly-funded pilot projects that it funds.
Phase 1: Build Relationships
Align stakeholder priorities and research area of interest
· Determine the types of stakeholder expertise and lived experience that may align with the research area and be part of moving results to the next translational step.
· Draw on existing networks and connections to identify potential stakeholders whose goals, expertise, or lived experience may intersect with what is needed for the research.
· Begin a two-way dialogue about the stakeholder’s goals, interests, and priorities to understand: Why would this project matter to them now? 
· Connect engagement activities to stakeholders’ interests or work 
· Highlight short-term benefits (learning, application, networking) 
· Address any questions or inquiries about the research environment.
Define roles and expectations early
· Discuss with stakeholders their potential roles, being sure to set realistic expectations given known and anticipated constraints on time and funding. 
· Co-develop a written description of anticipated team member roles and responsibilities, including those of stakeholders (e.g., advising, co-design, recruitment). This agreement can be short with bullet points or more detailed.
Plan engagement activities proportionate to resources
· Strategically co-select engagement activities to what can be done well given time and resource constraints. 
· Build a feasible, flexible approach.  
· Clarify the purpose of each engagement activity
· Coordinate engagement activities with existing meetings, workflows, or community events when possible
· Consider administrative and logistical supports needed for participation (e.g., scheduling, compensation, materials, technology)
· Create a feasible process for recording engagement activities and tracking follow-up items
Phase 2: Generate project ideas and determine research question
Prepare for initial team meeting
· Ensure the meeting time is convenient for stakeholders, who may not be available or able to travel during their work hours. 
· Elicit team member preferences for holding the initial meeting in person or virtually given the pros and cons of each.
· Before the meeting, generate and distribute a realistic agenda that includes time for team members to greet and get to know each other.
Use clear, accessible communication
· Use language appropriate to the backgrounds of stakeholders in the room; prioritize clarity and plain language when communicating across groups.
· After each meeting, provide concise written summaries of meeting topic(s), decisions, and action items.
Continue to build relationships and demonstrate trustworthiness
· Recognize stakeholder expertise explicitly. 
· Invite stakeholders to contribute their thoughts, questions, and lived experience.
· Build into the agenda time to pause and elicit questions, comments, and feedback.
· Discuss preferences for team meetings (frequency, length, in-person or virtual).
Co-develop research question
· Elicit information about the needs of communities affected by a health issue of interest.
· Incorporate feedback from the group that could translate the research findings to the next step.
· Review draft research questions with stakeholders and adjust as appropriate.
· Develop and distribute a clear written summary of the research question.
Phase 3: Develop the Project Plan
Elicit stakeholder input on existing knowledge
· Ask stakeholders how they would like to provide input on what the scientific. literature says about the research topic and provide them with the information in their preferred formats.
· Avoid scientific and disciplinary jargon; use plain language.
Co-develop any changes to the research question 
· Convene team meetings in an agreed upon format.
· Ask stakeholders to help re-assess the novelty and relevance of the research question given what is already known.
· Come to agreement on any changes to the research question and update the written summary as needed.
Ask for stakeholder input on project plan
· Identify areas of the project plan that are of interest to each stakeholder and elicit feedback, including the project results dissemination plan.
· Distribute a project plan in a format accessible to each stakeholder (e.g., summary slides, one-page protocol summary, full research protocol if appropriate).
Phase 4: Implement the Project
Leverage stakeholder expertise intentionally
· Engage stakeholders in areas aligned with their interests, expertise, and written description of roles and responsibilities. 
· Invite stakeholders to review any other part(s) of the project. 
· Avoid tokenistic involvement and be clear about the engagement expectations.
Structure interactions for feasibility and inclusion
· Use formats that align with team member preferences, seeking to balance efficiency and participation. 
· Consider scheduling a recurring team meeting to minimize scheduling delays.
· Be mindful of competing demands on stakeholders’ time and attention and adjust expectations accordingly.
· Assist stakeholders in meeting regulatory and training requirements.
Maintain consistent, structured communication
· Provide regular updates (even brief ones). 
· Clearly communicate how stakeholder input is being used.
· When suggestions cannot be incorporated, provide transparent rationale.
Adapt engagement strategies as needed
· Adjust roles, frequency, or format based on feedback and constraints. 

Phase 5: Close the Project and Maintain Relationships
Elicit stakeholder reactions on study findings
· Convene team meetings in the preferred format and time.
· Present findings in a format accessible by stakeholders.
· Use plain language; avoid scientific and disciplinary jargon.
Reinforce stakeholder contributions
· Show how stakeholder input influenced the study. 
· Intentionally recognize stakeholder contributions. 
Engage stakeholders in dissemination
· Revisit the agreed upon project dissemination plan and elicit needed changes based on interest and availability.
· Follow-up with each stakeholder according to the dissemination plan, including, but not limited to subsequent publications and presentations, and publicity, recognition, and significant update or impacts
Reflect together on the engagement process
· What worked for team members, considering any funding or time constraints? 
· What could be improved or changed in a future study?
· Could additional or different areas of expertise and lived experience benefit future studies?
Discuss interest and opportunities for continued collaboration
· Discuss potential topics for future studies. 
· Maintain relationship beyond the pilot project. 
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