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In this session

• Strategies to enhance interactions with faculty

• Resources to assist with proposal development

• Methods to lead multi-disciplinary teams

• Approaches to support multi-investigator proposals



Interacting with faculty writing single PI-proposals

Jennifer Barr, PhD
Scientific Editor and Writing Consultant

Carver College of Medicine, University of Iowa



Way to maximize effective interactions

• Reminders of services can be helpful
• Use strategies to incentivize communication from faculty

• Benefits of early communication
• Consequences of late communication

• Provide links to important information in more than one place
• One-on-one meetings
• Email
• Website
• Events 



One-on-one meetings (in person or virtual)

• Clarify confusion regarding 
services/feedback

• Encourage use of resources 

• Inform them of changes to team or 
services 

• Increase in requests

• Loss of team capacity



Email

• Individuals or a group

• Changes to funding agency 
guidelines

• Updates/changes to services 

• Include alternative contact 
information/working hours if 
changes in schedule or location



Website

• List policies/guidelines
• Provide easy access to resources

• Make information easy to 
navigate

• In unexpected circumstances
• State policy changes at funding 

agencies
• Inform of campus-specific 

changes or policies 



Events

• Entire campus or specific 
department

• Marketing

• Informational/instructive 

• Allows opportunity for casual 
interactions 

• Sometimes this is where the 
best ideas are generated

Research Day



Other ways to connect with faculty

• Hold office hours 

• Virtual or in-person

• Use social media 

• Generate and encourage use of 
resources

• Recorded webinars

• Templates

• Timelines



Interactions during unexpected circumstances

• Build in buffer time for projects
• Have a contingency plan for:

• Power outages/cell phone outages
• Increased demand
• Decreased staff

• Download any necessary materials from web-based apps before 
predicted disasters

• Communicate any changes that will affect faculty on website/via email
• Be patient and flexible



Resources to assist with proposal development

Monica Vidal, PhD
Grant Development Officer

Stanford School of Medicine



Checklist

• Read carefully the RFA/RFP
• List of all required documents
• Brief summary of instructions, specific requirements 

and review criteria
• Deadlines
• Responsibilities
• Notes



NIH R01 Checklist



Templates

• Valuable starting point
• Add guidance:

• FOA 
• Specific review criteria
• Style guides (preferred formatting: font, spacing, headings and subheadings; 

tables and figure formatting, use of references, use of acronyms)
• Saves time and effort
• Templates can strengthen a proposal’s presentation



Templates are living documents!!!
• Who is going to review them?
• When are you reviewing them?
• How are you keeping track of the changes?

Templates



Taken from: https://medicine.uiowa.edu/sercc/resources/writing-grants

Examples



Examples

Taken from: https://medicine.uiowa.edu/sercc/resources/writing-grants



Our experience • Based on the Russell & Morrison Grant 
Writing book, NIH guidance and our 
experience

• Posted online password-protected
• Revised at least 6 months or earlier 



Our experience

• Since we posted the NIH templates on our website on April 
2020, the number of unique visitors has increased 

• Positive feedback from investigators

Unique 
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“Templates were invaluable to 
complete the grant”

”Access to various templates 
was very helpful to write my 
first R01”



Resources Summary

 Provide resources that are readily available: checklists and templates 
 Checklists will avoid last-minute documents
 Templates will save you and the investigator time and effort



Team dynamics with large proposal development

Michael K. Helms, PhD, MBA
Director of Research Development

Stanford University School of Medicine



Team dynamics with large proposal development

• By large, complex proposals, we mean proposals that have multiple 
projects and cores, investigators and disciplines, and/or institutions.

• Teams add layers of complexity.

• I will focus three aspects of enhancing teams’ performance based on 
the science of team science1:

• Trust

• Leadership

• Communication

1. Collaboration and Team Science: A Field Guide (2010) NIH Publication No. 18-7660



Trust

• Start with a kickoff meeting with faculty and RD to:
• Introduce yourself and what you can do to help the team.
• Set roles and responsibilities.
• Set expectations. 
• Share best practices.
• Answer any initial questions. Provide helpful information.

• In short, quickly become a trusted and well-integrated member of 
the team.



Leadership

• Collaborative leadership works well to motivate team members.

• Utilize team members’ strengths.

• Provide a safe environment and encourage participation.

• Address difficult issues when they arise, a.k.a. opportunities for RD 
to provide guidance.

• One or more team members falls behind schedule. 

• Sometimes the lead PI does not take the lead. 

• Not enough meetings are happening.



Communication
• Decide on regular meetings, e.g., weekly.

• Helps the lead PI monitor the work that is going on.

• Gives people peer pressure to get their assigned work done.

• Allows questions to be answered quickly.

• Allows team members to interact with each other and make decisions about 

who is doing what and how to be consistent.

• Decide on how to share information and documents.

• Typical platforms include Box, Dropbox, Google drive, and Slack.

• Discuss the importance of version control.



Dealing with unexpected situations

• Clarify new rules.
• What is allowed and what is not?
• Clarify new deadlines.
• Communicate directly with sponsors.

• Expect rapid responses.

• Be flexible, including working outside of normal hours. 

• Schedule meetings and set up Zoom calls.

• Keep the lead PI informed and your leadership informed.

• Work/negotiate with central office staff.

• Don’t panic and don’t get angry (even if others do).

• Relax when the deadline passes.



Solicit feedback

• After the deadline passes, solicit feedback.

• Circulate a request to complete a short survey (e.g., Qualtrics)

• Maintain records of feedback.



Team Dynamics Summary

• Promote trust, leadership, and communication to help the team be 
more efficient.

• Be flexible and professional in unexpected circumstances.

• Solicit feedback at the end of each project.



Complex Grants: Tips and Tools

Martha E. Payne, PhD, RD, MPH
Senior Research Development Associate

Office of Research Development
Duke University School of Medicine



Complex grants and COVID     

Pre-COVID
• In-person meetings
• More meeting time 

available for RD
• Team busy

COVID era
• Remote meetings
• More science, less RD

• Team overwhelmed

Need for robust RD support, coordination, communication



Timeline and Tracking Sheet/Checklist

• Plan for and keep track of all pieces of application
• More components
• Larger team
• Special requirements and attachments





• More likely to have multiple studies
• Attachments and data for each study

• Determine where to attach the study record
• Self-contained vs. spanning multiple components
• Attach cross-component study to Overall

• Other Requested Information (≥3)

Complex Grants – Human Subjects



Weekly email to team

• Highlights, activities, meetings, status updates, items 
needed

• Develop over course of the week
• Get input for content from PI
• Distribute Thursday or Friday



Weekly email to team











Weekly email to team – Benefits

• Team more informed
• Appreciation of research development
• Prevent problems
• Promote accountability
• Responsive



Key takeaways

• Use a variety of methods to connect with faculty

• Provide resources that are readily available

• Understand that RD assistance of team proposals is critical, but 
role may shift

• Be patient and flexible

Questions and open discussion


