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What is Team Science?

• “A collaborative and cross-disciplinary 
approach to scientific inquiry that draws 
researchers, who otherwise would work 
independently or as co- investigators on 
smaller-scale projects, into collaborative 
centers and groups.”

Source: Bennett, L. M., Gadlin, H., & Marchand, C. (2018). Collaboration Team Science: Field Guide. US Department of Health & Human Services, 
National Institutes of Health, National Cancer Institute.



Source: Bennett, L. M., Gadlin, H., & Marchand, C. 
(2018). Collaboration Team Science: Field Guide. US 
Department of Health & Human Services, National 
Institutes of Health, National Cancer Institute.



Why should you care about team 
science?

• Increased productivity
• May be required for grant
• Knowledge production
• Scientific and technical human capital
• Opportunity to embed cultural and 

contextually-based knowledge
• Fun!



Grant requirements

• Most grants are emphasizing team science
• Multiple PI/PD option started by the NIH 2006
• Need to justify how/why multiple PI 

mechanism is to be used.
• Roles and responsibilities.
• Some grants (SC1 as part of SCORE, K awards) 

that stress career development do not allow 
co-Investigators.



Types of collaborators
• Multiple PI/PD both PI/PD are equal
• PI with mentor
• Co-investigator  

– An individual involved with the PD/PI in the scientific development or 
execution of a project. The Co-Investigator (collaborator) may be 
employed by, or be affiliated with, the applicant/recipient organization 
or another organization participating in the project under a 
consortium agreement. A Co-Investigator typically devotes a specified 
percentage of time to the project and is considered senior/key 
personnel.

• Consultant
– An individual who provides professional advice or services for a 

fee, but normally not as an employee of the engaging party. 
• Community

http://grants.nih.gov/grants/policy/nihgps/HTML5/section_1/1.2_definition_of_terms.htm%23Senior/Key_Personnel


Am I Ready to Participate on a 
Research Team?



How do you operate?

• Value of Self-reflection
– Active engagement of self-reflection and 

exploration
– What is your communication style?
– Approach for managing conflict?
– Personality type?
– How do you give and receive feedback?
– Biases?



How do you operate?

• Myers-Briggs Type Indicator
– www.myersbriggs.org

• “How collaborative am I?” 
• “How collaborative do others think I am?”
• “How argumentative am I?”
• “How argumentative do others think I am?”

Source: Bennett, L. M., Gadlin, H., & Marchand, C. (2018). Collaboration Team Science: Field Guide. US Department of Health & Human Services, 
National Institutes of Health, National Cancer Institute.



Fundamental Elements for 
Effective Teams



Characteristics of an Effective Team

Hall, K. L., Feng, A. X., Moser, R. P., Stokols, D., & Taylor, B. K. (2008). Moving the science of team science forward: collaboration and 
creativity. American journal of preventive medicine, 35(2), S243-S249.



TRUST
• Mutual Dependence
• Identity-based - “At this level, trust exists because the parties 

effectively understand and appreciate each other’s wants, desires 
and values; this mutual understanding is developed to the point 
that each party can effectively act for the other”

• Calculus-based - when we interact with people who keep their 
word, meet deadlines, and fulfill the expectations agreed upon in 
our communications with them

• Competence-based - built around the confidence we have in the 
capabilities and skills of another person

• Swift Trust – built on giving all team members the benefit of the 
doubt that their intentions are good with clear goals and limited 
time

• Trust has an impact on team members’ judgments about another’s 
abilities, designs, observations and scientific results



How to Proactively Build trust?

• Communication
– Expectations
– Outcomes
– How data will be shared
– Team member roles
– Development and implementation of policies and 

procedures
– Accountability

• Building trust takes work!



Building a Team: Developing a shared 
vision

• Effective Leadership
• Discussion and Articulation of vision and “big 

picture”
• Have the end in mind (Franklin-Covey principle)
• Roles and Responsibilities in alignment with 

vision
• Resources in alignment with vision
• Each team member should be able to articulate 

their research goals and how they relate to team 
vision



Building a Team: Strategic 
Identification of Team Members

• Commitment
• Dedication
• Strengths and Abilities
• What is in it for me?
• Who do you like/dislike working with?
• Mentorship
• Career development for junior colleagues



Building a Team: Strategic 
Identification of Team Members

• What are my weaknesses?
• What are the gaps in the current team?
• Will adding more team members facilitate or 

detract from accomplishing goals?
• Will it help the other person’s goals?
• Do you see the team working together?
• Do potential team members have enough 

time?



Promoting Disagreement while 
Containing Conflict

• Agreement on the steps that will be taken should a 
disagreement or conflict develop that cannot be 
resolved by direct communication between disputing 
parties
– Mediation?
– Governance committee?

• The goal is not for everyone to agree or to avoid 
conflict all together. The goal is to support the scientific 
disagreement while containing the personal conflict

• Openness to giving and receiving constructive feedback



Clear Expectations for Sharing Credit 
and Authorship

• How will recognition and credit be shared?
– Develop agreements (preferably before project starts)

• Authorship criteria
• In public presentations, identify team members 

and explicitly acknowledge their contributions to 
the research endeavor. 

• Appropriately attribute all people who 
contribute to writing, performing experiments, or 
provide intellectual input.

• Try to foster development of junior colleagues



Harness Diversity!

• Diversity is a strength
– Race, Class, Gender, Years of Experience, Sexual 

orientation, Training, Cultural Background, 
Education, Gender identity, Title, ties to 
community, discipline 

• Trust
• Appreciate and Respect various perspectives
• Everyone has something important and 

valuable to contribute



CASE STUDY – SCENARIO 1

Source: Bennett, L. M., Gadlin, H., & Marchand, C. (2018). Collaboration Team Science: Field Guide. US Department of Health & Human Services, 
National Institutes of Health, National Cancer Institute.



Question– SCENARIO 1

• What made this scenario successful?



CASE STUDY – SCENARIO 2

Source: Bennett, L. M., Gadlin, H., & Marchand, C. (2018). Collaboration Team Science: Field Guide. US Department of Health & Human Services, 
National Institutes of Health, National Cancer Institute.



Question– SCENARIO 2

• What made this scenario successful?



CASE STUDY – SCENARIO 3

Source: Bennett, L. M., Gadlin, H., & Marchand, C. (2018). Collaboration Team Science: Field Guide. US Department of Health & Human Services, 
National Institutes of Health, National Cancer Institute.



Question– SCENARIO 3

• What made this scenario unsuccessful?
• What could have been done differently?



CASE STUDY – SCENARIO 4

Source: Bennett, L. M., Gadlin, H., & Marchand, C. (2018). Collaboration Team Science: Field Guide. US Department of Health & Human Services, 
National Institutes of Health, National Cancer Institute.



Question– SCENARIO 4

• What made this scenario unsuccessful?
• What could have been done differently?



Institutional and Organizational 
Influences

• Funding
• Institutional structures and policies

– Resources
– Built environment
– Coordination mechanisms



Team Size

– Research outcomes
– Research impact
– Research productivity



Team Science: Opportunities

• Technology
• Community partnership and engagement
• Additional opportunities?



Team Science: Challenges

• Funding
• Education and training in team science
• Incentivizing team science
• Time restraints



Assignment

• Think of a project you want to work on
• Think of who is on your current team
• Think of the gaps in knowledge/ technology 

on your current team
• Think of who you can add to strengthen your 

team
• Strategize on how to approach them 
• Does anyone want to share?
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Questions?
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