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As we get started:
• Know this Webinar is being recorded

• Only Hosts and Panelists will be seen on 
the recording.

• Please post questions in the Q&A
• We can send a follow-up email with the 

entire list of Questions & Answers post 
workshop.
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JackWe are part of a larger team, which was built as part of a College of Medicine initiative and is now expanding to support research teams in all colleges. 



Presentation Topic Overview

The Development of Team Science

The Benefits and challenges of working in teams

Building and maintaining high functioning teams

Communication as a key to successful collaboration

Presenter
Presentation Notes
Jack Understand the basic characteristics and functions of team-based work.Apply team science concepts to the development and operation of high functioning research teams.Use tools to assess individual and team characteristics that impact the functionality of teams.Develop skills and strategies that support successful collaboration and high-functioning teams.



Working in 
teams
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JackMost of us are spending an increasing amount of our time working in teams and collaborating with others. 



Polling 
Question #1
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Polling 
Question #2
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Do I need to 
Collaborate?

"It Depends"
-Socrates
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Do I NEED to Collaborate?

Advantages of collaboration
• Diverse perspectives
• Share the work
• More innovation
• More productive
• Enjoyment of collaboration

Advantages of doing it yourself
• Total control
• Can be faster
• Accountability
• Avoid “herding cats”
• Works well when task is limited 

and clear

Presenter
Presentation Notes
JackNot everything requires or is benefitted by having a team.  What are some examples you’ve experienced where the task could have been better accomplished by giving it to an individual?  What are some examples where a task was given to an individual where a team would have done a better job?



The Collaboration Continuum
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Readiness to Collaborate Pre-work
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Transdisciplinary

Interdisciplinary

Multidisciplinary

Unidisciplinary
Researchers from a single discipline work together to 
address a common problem. 

Researchers from different disciplines each make 
separate contributions in an additive way. 

Researchers integrate “information, data, techniques, 
tools, perspectives, concepts, and/or theories from two 
or more disciplines…to advance fundamental 
understanding or to solve problems.” 
(NAS, NAE, and IOM, 2005, p.26)

Researchers integrate and transcend disciplinary 
approaches to generate fundamentally new conceptual 
frameworks, theories, models, and applications.

Collaboration Hierarchy

Presenter
Presentation Notes
JackCross-disciplinary collaboration



Evolution of Science and the Emergence of 
Collaboration and Team Science

Presenter
Presentation Notes
JackThe systematic adaptation through the development of new ideas, concepts, tools, and materials is probably several million years old…..certainly several thousand.  It was, for most of that time, a solitary endeavor:  individuals working alone, documenting things along the way. Science progressed slowly because communication was limited (by distance, formal documentation, (literacy), and time). Collaboration was generally asynchronous (trade and migration brought innovation and knowledge to other cultures where the scientists of the new culture would learn, copy, and advance knowledge). Although we have the writings of scientists from several millennia in the past, you will note that there are no documents labeled Archimedes et al. or Copernicus et al. or Davinci and colleagues.  



Polymath
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Presenter
Presentation Notes
JackThomas Young was an English polymath and physician. Young made notable scientific contributions to the fields of vision, light, solid mechanics, energy, physiology, language, musical harmony, and Egyptology. Kennedy quote about Jefferson: “At a dinner honoring American Nobel Prize winners, April 29, 1962: I think that this is the most extraordinary collection of talent, of human knowledge, that has ever been gathered together at the White House, with the possible exception of when Thomas Jefferson dined alone.



Recent Scientific Revolutions
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The Science of Teams
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Definition: Team Science

“Team Science is a collaborative effort to address a 
scientific challenge that leverages the strengths and 
expertise of professionals trained in different fields.”

-Team Science Toolkit - NCI

Presenter
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Definition: 
The Science of Team 
Science (SciTS)

…a new interdisciplinary field…which aims to 
better understand the circumstances that 
facilitate or hinder effective team-based 
research and practice and to identify the 
unique outcomes of these approaches in the 
areas of productivity, innovation, and 
translation.

-Stokols et al., 2013 p. 4).

Presenter
Presentation Notes
Angela



Collaborative 
Hierarchy

High Performance Team

Real Team

Pseudo Team

Working Group

Presenter
Presentation Notes
AngelaWorking group: achieves its purpose through collective effort of individual members (e.g., Track team)Pseudo team: call themselves teams but are actually less effective than working groups. Too much time and effort taken up in meetings.  The whole is not equal the contributions of the individual parts.Real Team: different from working groups because they require individual and mutual accountability (Common commitment) High performance team: Committed to objectives and each other



Tuckman's 
Team & Group 
Development
Model

Presenter
Presentation Notes
Angela - LASERA dip in performance.  Teams take a time-out to solve a number of issues.Can change when task changes or new tasks are introduced.Can change when there are significant changes in team membership.Can change when the overall configuration becomes more complex.



Edison’s “New Look”

Presenter
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AngelaThe key is the recognition of DYSFUNCTION



• Most productive team size is 4.6 -How to 
Build a Great Team, Fortune

• Ideal team size is 5 -Katherine Klein 
(Wharton School)

• “Ringelmann Effect”: The larger the team, 
the lower the individual effort

• Optimal number range is 5-12 or 5-9 or 6
• Consider the task
• Consider ability to communicate effectively

Consider Your Team Size

Ringelmann Effect

Presenter
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Task Functions
• Initiating
• Information seeking
• Information giving
• Opinion seeking
• Clarifying
• Elaborating
• Coordinating
• Developing procedures
• Summarizing

Maintenance (Team) Functions
• Encouraging
• Expressing feelings
• Having fun
• Compromising
• Facilitating communication
• Interpreting
• Listening
• Following
• Declaring success

Functional Areas of Teams

Presenter
Presentation Notes
AngelaGroups that are not high functioning teams are still perfectly able to complete tasks.



Without a shared vision, group members are, in effect, not working on 
the same project

• Whether you are leading or participating on a 
research team, you must be able to articulate 
and commit to the team’s overall goals

• Each team member’s individual goals should 
be clearly stated, and their importance 
recognized in the context of the team’s efforts

• A team’s vision is dynamic and will change 
over time

Developing a Shared Vision

Presenter
Presentation Notes
AngelaWhen it’s working:Each team member knows what goals he or she is working toward and how they relate to the team’s overall goals.Team members share a sense of purpose and ownership.There is a high level of commitment, responsibility, and accountability among all team members.Team members support – rather than compete with – one another.Members are just as willing to share credit as they are criticism.When it’s not working:Team members have difficulty understanding how their individual goals relate to the big picture.Team members are focused on their own individual achievements above the overall focus of the group.Team members tend to compete with – rather than support – each other.Cohesiveness among members is weak.Team members find it difficult to share data and credit, leading to conflict and tension within the group as a whole.



The impact of………

Presenter
Presentation Notes
AngelaMany I's in team.  High diversity on teams can be more productive and innovative due to the diverse nature.  However can take more time to get to through storming phase.



• Experiences
• Skills
• Personal characteristics
• Communication styles
• Valuing & leveraging diversity

Diversity in Teams

Presenter
Presentation Notes
Angela



TRUST
A belief in someone’s 
capability,
credibility, and 
reliability.

-Any dictionary

Presenter
Presentation Notes
JennMany of you mentioned aspects of trust embedded in typical dictionary definitions… that is, A belief …. in another’s capability, credibility, and reliability. 



• capable
• credible
• reliable

• expressing concern
• asking for help
• asking questions
• being wrong
• making mistakes

How can we 
expect everyone 
to be…

When there are 
consequences 
for…

Presenter
Presentation Notes
JennAnd this isn’t wrong… as long as everyone on the team is meeting deadlines, being truthful, and doing good work ... The belief in one another’s ability to achieve results is likely to emerge.



Step 1. Identify group behavior
Step 2. Co-create ground rules

Building with Trust

Presenter
Presentation Notes
JennSo what can you do, specifically, to build with trust? We recommend two first steps: (1) reflecting on group behaviors within your team and (2) co-creating ground rules as a way of co-creating trust.



Identify constructive & destructive group behaviors

Building with Trust

Presenter
Presentation Notes
JennSo what can you do, specifically, to build with trust?  (1) reflecting on group behaviors within your team Self identify group behavior and put it in the chatAsk if anyone learned anything new about ways people can bring constructive behavior to teams



COOPERATING
Interested in the views 
and perspectives of 
others; willing to adapt for 
the good of the group. 

CLARIFYING
Makes issues clear for 
the group by listening, 
summarizing and 
focusing discussions. 

INSPIRING
Enlivens the group, 
encourages participation 
and progress. 

HARMONIZING 
Encourages group 
cohesion; e.g., uses 
humor as a relief after a 
particularly difficult 
discussion. 

RISK TAKING
Willing to risk possible 
personal loss or 
embarrassment for the 
group or project success. 

PROCESS CHECKING 
Questions the group on 
process issues such as 
agenda, time frames, 
discussion topics, decision 
methods, etc. 

Constructive Behaviors

Presenter
Presentation Notes
JennFirst, we will focus on commonly recognized constructive group behaviors. As I review each one, I want you to identify your most common constructive behavior in team-based scenarios & the context in which is it most likely to emerge. (allow 5 minutes for people to share their most common constructive behaviors & the context in which it it likely to emerge)Adapted from Brunt (1993). Facilitation Skills for Quality Improvement. Quality Enhancement Strategies. 1008 Fish Hatchery Road. Madison WI 53715A continuum...Artful balance in leveraging each to remain constructiveDouble Check to Color Code the Continuum



DOMINATING
Takes much of meeting 
time expressing their 
views and opinions. Tries 
to take control by use of 
power, time, etc.

WITHDRAWING
Removes self from 
discussions or decision 
making. Refuses to 
participate.

DISCOUNTING 
Disregards or minimizes 
ideas or suggestions. 
Severe forms include 
insults (often as jokes).

DIGRESSING
Rambles, tells stories, and 
takes group away from 
primary purpose.

BLOCKING
Impedes group progress 
by obstructing all ideas 
and suggestions. "That 
will never work 
because..."

RUSHING
Encourages moving on 
before task is complete. 
Gets "tired" of listening to 
others and working as a 
group.

Destructive Behaviors

Presenter
Presentation Notes
JennNext we will review destructive behaviors. Again, I want you to identify your most common destructive behavior in team-based scenarios. (allow 5 minutes for people to share their most common constructive behaviors & the context in which it it likely to emerge)



Step 1. Identify group behavior
Step 2. Co-create ground rules

Building with Trust

Presenter
Presentation Notes
JennSo what can you do, specifically, to build with trust? (2) co-creating ground rules as a way of co-creating trust.Disruptive behavior is unconsciousSelf identify group behavior and put it in the chatAsk if anyone learned anything new about ways to co-create ground rules



Maximize

Ground rules
Minimize

DOMINATINGCOOPERATING

RUSHINGCLARIFYING

INSPIRING WITHDRAWING

DISCOUNTINGHARMONIZING

DIGRESSINGRISK TAKING

PROCESS CHECKING BLOCKING

Presenter
Presentation Notes
JennAs a final exercise, we will crowd source ground rules that maximize the potential to create an environment for constructive behaviors to emerge and minimize potential for destructive behaviors to emerge.Talk about continuumAt our best, at our worst and the space in-betweenChange highlight to box color (will have to put them in boxes)



What are reasonable steps
to build trust in your work 

environment?

Presenter
Presentation Notes
JennA series of interactive, evidence-based activities that help research mentors co-create productive, mutually satisfying research relationships with their mentees. 



Click to edit Master title style Please add your 
questions to Q&A…

We will discuss after 
this break.

Presenter
Presentation Notes
(Stephanie/Laura) (5 minutes) –  are we about 1 hour into webinar?https://youtu.be/hso3oR8PJss



Communication 
is the Key

Presenter
Presentation Notes
KopeCommunication is how we exchange information and ideas.  It’s how we co-create, co-manage, and co-implement everything. Most importantly, it’s how we develop and maintain relationships with others. It is also the source of our greatest challenges. It can create the largest obstacles. 



How are you interacting with others?

Face-to-face

E-Mail

Text Messaging

Presenter
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• Face-to-face
• Optimal for co-creation
• Facilitates the creation of relationships
• Best for problem solving

• Online Communications
• Video conferencing
• E-mail (transmitting large amount of data/instructions/documentations)

• Limited amount of interpretation
• Texting

• Quick back and forth
• Emotionally sterile

Communication Channels

Presenter
Presentation Notes
KopeVideo conferencing (best one-on-one)



Personal Communication

Presenter
Presentation Notes
KopeDr. Mehrabian's research has even been applied by the FBI hostage negotiators! In both business and informal negotiation process, nonverbal signals and body movements communicate far more than words. However, we can't always be together! 



If you really 
need to reach 

me…….

Call me on 
my cell

Send me a 
text

Call my 
assistant

Send me an 
e-mail

Come by 
my office

Presenter
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OUTGOING

RESERVED

TASK ORIENTED PEOPLE ORIENTED

Dimensions of Communication Styles

Presenter
Presentation Notes
Kope



Logical
Analytical
Fact Based

Quantitative

Holistic
Intuitive

Integrating
Synthesizing

Organized
Sequential

Planned
Detailed

Interpersonal
Feeling-Based

Kinesthetic
Emotional

Task-Oriented Relationship-Oriented

Presenter
Presentation Notes
KopeThe assessment breaks it into 4 colors. People who score high in blue or green tend to approach issues by the task.  People who score higher in red or yellow tend to approach issues through relationships. Yet I like to think of these orientations as a communication continuum since everyone is a mixture of communication styles, but most of us have a dominate 1-2 types. Blue: “Don’t talk unless you can improve the silence.” — Jorge Luis BorgesGreen: “We have two ears and one mouth so that we can listen twice as much as we speak.” — EpictetusRed: “In many ways, effective communication begins with mutual respect, communication that inspires, encourages others to do their best.” — Zig ZiglarYellow: “All communication must lead to change.” — Aristotle
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BLUE
• Style is logical, analytical, decisive, 

tough.
• No decision made without facts.
• Values action, timelines, the bottom 

line.
• Tends to get impatient.
• Very results-oriented.
• Outspoken, assertive and likes control.

Presenter
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• May appear rushed and abrupt.

• Want people to get to the point quickly.

• Can be hardnosed, with a great emphasis on success 
at any cost.

• Require his/her staff to be well versed in the facts.

• Use logic rather than intuition or gut feelings to 
make decisions.

BLUE – in the workplace 

Presenter
Presentation Notes
Kope: As a blue, I need to be aware of how abrasive I might be.  Especially when I'm focused, I can come off as rude, or even mean.



Effective Communication with BLUES

• Be direct and to the point.

• Allow choice when possible.

• Discuss how the results will be 
accomplished.

• Does it use facts?

• Does it show clear analysis?

Presenter
Presentation Notes
Kope



Presenter
Presentation Notes
Kope - “We have two ears and one mouth so that we can listen twice as much as we speak.” — EpictetusRational w BlueRealistic w Red



GREEN
• Detail-oriented, systematic, and 

structured.
• Organized, analytical.
• On time, accurate, and delivered 

as promised.
• Neatness and following protocol 

count.
• Perfectionist, critical of yourself 

and others.

Presenter
Presentation Notes
Kope - “We have two ears and one mouth so that we can listen twice as much as we speak.” — EpictetusREALISTICI’ll admit, my father is a retired mathematics teacher and I love algebra and calculus! Probably why I could begin my career as an investments broker, and keep my cool when the markets crashed in 1997 on my very first day trading stocks! However, this is not my dominate color at all. Yet being detail-oriented and systematic did help tremendously when the pandemic strapped us in the WILD world of virtual meetings and education. I could easily figure out the pros and cons of the variety of technical online platforms like Zoom, WebEx and Teams to be able to support our Team Science through this last year!Thankfully my mom introduced me to more creative options when she got up on stage in community theater as Mrs. Schinn in the Music Man 



GREEN – in the workplace
• Weighing facts and supporting data before making decision.

• Values following orders; meeting project deadline.

• A well-organized office; accurate documentation.

• Often misunderstood because may be overly concerned with 
accomplishing an error-free task.

• Time costs money.

• Most private of all styles.

Presenter
Presentation Notes
Kope – data, data, data! Organized chaos is my office. Before I studied communication styles, I used to get very frustrated by the 'green' people on my team.  I felt like they got bogged down in the details. Now, I understand how valuable they are, and how much having a 'green' person helps my team. I can be kind of broad brush, focused on the overall project, while my 'green' team members keep us organized.  They never guess at data; they fill out the forms correctly. 



• Give them opportunity to ask questions.
• Give them the facts; show it in writing.
• Focus on doing the right thing.
• Does it provide enough detail?
• Is it in sequential order?
• Is it neat?
• Is it in appropriate format?
• What is your deadline?

Effective Communication with GREENS

Presenter
Presentation Notes
Kope So, how do you coordinate with greens?



Presenter
Presentation Notes
Megan



RED
• Human values and feelings are 

paramount.

• Genuine concern for others; 
sympathetic, friendly.

• Highly participative and team oriented.

• Considerate, and likes harmonious 
relationships.

• Prefer to avoid conflict.

Presenter
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RED – in the workplace
• Blends well with all the other styles, focusing on nurturing 

relationships.

• Considers people as the most important asset.

• Workplace should be friendly, condones open communication: “my 
door is always open.”

• Known as the “office counselor.”

• If something doesn’t seem right, always addresses the problem in a 
sensitive way.

• May have difficulty standing up for themselves; tends to avoid 
conflict whenever possible.

Presenter
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Effective Communication with REDS
• Appreciates “calm, cool & collected” 

style.

• Ask them for their help, preferably not 
at the last minute.

• Consider their schedule.

• Is it people-focused?

• Is it helpful and user-friendly?

Presenter
Presentation Notes
Megan
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• Intuitive, holistic, adventurous, risk-takers.
• “If there is a better way, let’s try it out.”
• Experimentation is highly valued.
• Animated, energetic and spontaneous.
• Looks at “big picture” and can tend to 

overlook details.
• Who you want on the team for long-term, 

strategic thinking.

Presenter
Presentation Notes
Megan



• Most talkative of all the styles. Open to all.
• May have difficulty listening to directives or concerns; busy 

thinking, talking and developing relationship rapport.
• Normal to try out several approaches at once.
• Looks to the future, overlooking short-sighted solutions 

is common trait.
• Most creative with others; sharing ideas.
• Shows interest through interaction & input.

Presenter
Presentation Notes
Megan



• Does it look at the big picture?
• Is it conceptually sound?
• Is it visual and colorful?
• Does it use metaphors?
• Does it look at the future?

Presenter
Presentation Notes
Megan



Logical
Analytical
Fact Based

Quantitative

Holistic
Intuitive

Integrating
Synthesizing

Organized
Sequential

Planned
Detailed

Interpersonal
Feeling-Based

Kinesthetic
Emotional

Task-Oriented Relationship-Oriented
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Polling 
Question #3

What is your preferred 
Communication style or 
Color?

• Blue
• Green
• Red
• Yellow

Presenter
Presentation Notes
Megan/Stephanie-Laura



Team 
Dysfunctions

Presenter
Presentation Notes
Megan



Team Dysfunction Causes and Results

Presenter
Presentation Notes
MeganThe bad news is we will have to continue to work on teams. The good news is that we have tools to improve team effectiveness. Team dysfunction can build on itself and lead to destructive habits and ineffective teams. Take a moment to reflect on teams you've been on or are currently in. Think of your biggest pet peeve or issue with a teammate. Which level of the pyramid does this behavior fall into. If your teams exemplify traits such as secrecy, invulnerability, the meeting after the meeting, back channel politics, fake niceness, ambiguous directions, then you may be on a dysfunctional team. The good news is you have tools to repair poor behavior. 



Embracing
Accountability

Achieving 
Commitment

Mastering Conflict

Building Trust

Focusing on 
Results

Presenter
Presentation Notes
MeganLet's start to wrap things up. We want to provide you a variety of resources to start your journey of Team Science. We've discussed readiness to collaborate, convergence and interdisciplinary science, the science behind team science such as team life cycles and shared mental modeling. Our final resource is, "The Five dysfunctions of a Team," by Patrick Lencioni. Each of the topics covered today are tools to prepare you for working in teams. They will provide a basic foundation that will help to build Trust in your teams. For example, learning each other's communication styles will improve how you define goals and expectations with each other. Imagine asking a yellow communicator to write the budget for the team. Yellow communicators are dreamers/big picture people. It can be energy-draining for them to complete this type of task. They may be better suited for creative and innovative thinking tasks. However, persons with a green style of communication may enjoy perfecting a budget spreadsheet. Investing time in your peers will improve workflows. Teams that begin to trust each other will display vulnerability. They will ask for help rather than hide mistakes. Each layer of this pyramid compliments the previous one. We find that teams that build trust can readily work to find solutions to tricky situations and approach conflicts with fair minded approached rather than from a place of fear. Let's explore how team dysfunction can present itself. Quietly reflect if you have witnessed these behaviors. If you have then it is time to start building a strong foundation on that team with these types of tools. Be proactive with solutions. Check your own behavior. 



Summary

• Critical role of effective collaboration
• Skills building
• Leadership (new roles)
• Further education opportunities

Presenter
Presentation Notes
Jack



Where do we go from here?

Presenter
Presentation Notes
Jack



Final Questions

Presenter
Presentation Notes
Final Questions (Stephanie/Laura) (5 minutes) Q&A is setup to only show responses we choose to answer Will have to be thoughtful on who from facilitators/panelists answers



Feedback
Your feedback is 
important to us!

https://redcap.link/BDU-
TeamScienceSeminarEVAL-
12092021

Presenter
Presentation Notes
Stephaniehttps://redcap.link/BDU-TeamScienceSeminarEVAL-12092021 (SS - tested 2/17/22)አመሰግናለሁ / Amesegenalhu /  (pronounced Ah-Me-Se-Ge-Na-Le-Hu) Meaning: Thank You!When To Use: Anytime Amharic is not an easy language to master. Specially for foreigners. Most people in Addis adequately communicate in the English language, but you will find that they are most of the time in “Amharic Mode”. So, memorizing a few words of Amharic while in Addis will certainly earn you a few smiling faces and maybe even more. https://werajale.wordpress.com/2014/12/01/7-amharic-words-every-foreigner-in-addis-must-know/



More Team Science Resources
• CCTST CIS Website: cctst.org/programs/CIS

o Team Charters: cctst.org/programs/cis/resources/team-science-tools

• National Cancer Institute (NCI) Team Science Toolkit:
https://www.teamsciencetoolkit.cancer.gov/public/Home.aspx

• Northwestern University Clinical & Translational Sciences Institute offers 4 
learning modules on Team Science at http://www.teamscience.net
o The Science of Team Science
o Team Science Research Process in Behavioral Science
o Team Science Research Process in Basic Medical Science
o Team Science Research Process in Clinical Medical Science

Presenter
Presentation Notes
Included in slides – no need to reference

http://cctst.org/programs/cis
http://www.cctst.org/programs/cis/resources/team-science-tools
https://www.teamsciencetoolkit.cancer.gov/public/Home.aspx
http://www.teamscience.net/
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