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Since our group is growing rapidly, it is impossible for me spend one hour per week for each member. Fortunately, I do not have to. A good structure is very helpful in running our group smoothly, and hopefully, successfully. 

In my opinion, our group is generally loosely-coupled. There is no strict rule. Each member can quite the group without sacrificing our friendship. In this senario, the definition of some relationships becomes extreme important.
The first relationship is partner. You and your partner should focus on the same topic. You know each other’s work well. You coauthor papers. In a word, your partner can replace you at any time for coding, paper writing, presentation, etc. In most cases, you need only one partner. To be partners, you should negotiate with each other at least half an hour per day. You two should come to me together for questions. You should seek your partner by yourself. Your partner should make you happy because you are not fighting by yourself. In case you feel the partnership does not work well, please stop it without sacrificing your friendship. This is not marriage.
The second relationship is follower. Like most people, I am very boring while answering the same questions from time to time. These questions are, however, often very important for people who do not know the answer. A good solution to you is to find someone who are not so boring. On the other hand, there are some simple tasks for you. You need someone’s help to save your own time. Therefore you should seek both your leaders and followers. 
The responsibility of a leader may include: answering good or stupid questions of the follower, telling the follower the errors you have made, encouraging them, and stealing some (but NOT all!) of their good ideas. The responsibility of a follower may include: repeating experiments assigned by the leader, asking questions to confuse her, listening to her even if you know the answer better, etc.
Your leaders may be one pair of patners, do are your followers. In this manner no one can say “do not ask me, ask somebody else.” You and your leaders/followers should spend at least 4 hours to attack the problem before coming to me.
Now let me talk about my role. At the beginning I am the sponsor of the group. I may serve as the leader of the group. As mentioned above, if you guys cannot solve a problem after 4 hours’ teamwork, please come to me. Also, please be prepared that I do not have an idea either. I will join presentations with good questions. I will invite you for dinner.

In the end I will be nobody. I may still join your presentations, however with stupid questions. You may invite me for dinner to celebrate your newly published papers or rewards or fundations.
