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Academic Medicine
A time of extreme change

Academic medicine is a specialized branch of healthcare that combines clinical patient care with 
medical research, teaching, and community service. It typically takes place at research universities, 
medical schools, and teaching hospitals.

Volatility

Rapid changes and scalability

Uncertainty

What does the future hold?

Complexity

Many interconnected parts 
and priorities
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Leadership in Academic Medicine

Leading across the three missions at UCI:  Discover, Teach and Heal

Discover
Research

Leading labs, studies and 
collaborations that advance science

Teach
Education

Mentoring students, residents and 
fellows, the next generation of 
physicians

Heal
Patient Care

Leading clinical teams, programs 
and quality improvement

Leadership is an opportunity to 
create conditions to uplift people

You are all leaders in what you do every day.
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Source: L. Rotenstein, R. Sadun, A. Jena, “Why Doctors Need Leadership Training,” Harvard Business Review, Oct 2018

To be a physician or scientist is to lead

Intern

Resident or
Graduate 
student

Fellow or 
Post doc

Attending
professor

Responsibility grows at every step — and nearly 
everyone climbs

Lead early, without training
Residents direct junior residents and care staff in their 
first years, with no formal preparation.

Not taught, not rewarded
Leadership is named a core competency, yet rarely 
taught or reinforced in training.

Missing basics
Few learn how to lead a team, coach others, confront 
problems or resolve conflict.
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Source: L. Rotenstein, R. Sadun, A. Jena, “Why Doctors Need Leadership Training,” Harvard Business Review, Oct 2018

Leadership quality shows up in outcomes

Better clinical care
Hospitals with stronger management 
and boards deliver higher-quality 
care, including lower mortality.

Happier patients
Better management practices are 
linked to higher patient satisfaction.

Stronger finances
Well-managed organizations show 
better financial performance.

Less burnout
Stronger leadership is associated 
with less physician burnout and 
higher satisfaction.

And physicians are now asked to lead larger multidisciplinary teams amid high burnout.
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Source: L. Rotenstein, R. Sadun, A. Jena, “Why Doctors Need Leadership Training,” Harvard Business Review, Oct 2018

What to teach — and how

Interpersonal literacy

• Coordinating teams

• Coaching and giving 
feedback

• Interprofessional 
communication

• Emotional intelligence

Systems literacy

• Business of healthcare: 
insurance, patient costs

• Quality and safety 
improvement

• Recognizing, disclosing 
and addressing errors

How to deliver it

• Teach over multiple years 
as responsibility grows

• Use didactics, 
orientations and retreats

• Assess leadership in 
evaluations; remediate 
gaps

• Require proficiency to 
progress

• Guard against bias in 
assessment
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Team Science at UC Irvine

Maritza Salazar Campo, Ph.D.

UCI ICTS
Paul Merage School of 

Business



Launch of Team Scholarship Acceleration Lab 
at UC Irvine in 2017

Pramod Khargonekar Appointed 
as Vice Chancellor for Research 
at UC Irvine in 2016



Judy Olson, Information 
and Computer Science

Dan Stokols 
Social 
Ecology



Organizational Scientist on a Journey: 
Maritza Salazar Campo, Ph.D.

“How do we turn a Team of Experts into an Expert Team?”

Team Science Consultation Registration



NSF’s 10 Big Ideas



Multidisciplinary Seed Funding Program and 
TSAL

Annual internally funded program aimed 

at multidisciplinary research

Restricted to multidisciplinary teams

Two stage review process

7-8 Awards per year 

Key requirement: awarded teams are 
expected to consult with TSAL 

Demonstrated record of success in externally funded center-scale projects 



Project Launch Support

Seed Grant Consultation

Revise Management Plan

Project & People Integration

Use of Team Science Themes

Ongoing Training & Facilitation

Team Science Accelerator Consultation Cycle



TSAL Training and Education Modules 
Offered

•

•
•

•
•

•
•

Building Your Team & Charting the Way: Strategic 

Team Mapping Strengthening Team Communication 

Aligning your Team: Brainstorm Facilitation 

Managing your Mentorship & Developmental Network 

Managing conflict in collaborations: Best Practices 

Establishing a Collaborative Agreement Inclusive 

Leadership in Team Science Scientific Leadership 

Development 



Strategic Team Mapping: A 9-step Design 
Process to Support Collaboration

Purposefully configure the elements of interdisciplinary teams 

(i.e., disciplinary expertise, infrastructural cores, translational 

research projects) to achieve valued outcomes:

•

•

• 

• 

• 

•

Motivate joint effort

Utilize talent more 

efficiently

Uncover interdependencies 

Identify gaps in expertise 

Anticipate conflict zones 

Reduce coordination losses



Four Principles of Team Communication 
Training

23%

9%
5%

63%

16% 

22%

7%

55%

Most Creative Team

Less Creative Team

Promotive Voice

Perspective Seeking

Team Reflection

Managing Connections

Promotive Voice

Perspective Seeking

Team Reflection

Managing Connections



Team Developmental Assessment and 
Feedback

•

•

•

•

Measure and strengthen team’s 

integrative capacity 

Measure aspects of collaboration 
known to lead to success

Developmental Network & 
360degree leadership feedback

Suggest remedies for weaknesses



Measurement & Metrics

• Longitudinal Assessment of Team 
Composition and Team Outcomes

• Mentorship Development 
(Developmental networks of Jr 
Faculty and Funding Speed)

• Teaming Dynamics in Temporary 
Innovation Teams (Qualitative 
study)

• Scientific Leadership Coaching 
Evaluation (Leadership Circle)

Hund et al, 2018; Mubasher et al, 2021;  



Training Capabilities ⟶ 
Outcomes

50% increase in 
external funding 

application and  2x 
increase in 

publication rate 
within a year.

Targeted Skills & Abilities

• Project Planning & 
Driving Deliverables 

• Effective 
Communication

• Mentorship 
Education

• Strategic Planning
• Group Processes
• Collaboration Skills

11-20% average 
increase in our 

measure of 
interdisciplinary 

collaboration 
behaviors and 

communication.

Dougherty & Hardy, 1996, Salazar et al., 2018;  Bisbey et al, 2019

Developmental 
Network Support led 

to faster grant 
readiness compared 

to control, 2-5 
months

Strategic mapping 
exercise leads to 
better ideas from  

better use of 
interdisciplinary 

expertise 



Asynchronous Learning 
https://www.youtube.com/watch?v=9xE2_8VSSwU

• Team Science Blog 

•Online Offerings, with Live 
Sessions:

⚬ Research Career 
Accelerator  

⚬ Scientific Lab 
Accelerator

⚬ Proposal Prep 
Challenge

⚬ Team Leadership 
Coaching



Merage Program Milestones & Metrics

Clarify Strategic 
Direction

Develop Change 
Leadership Capability

Strengthen Systems 
for High-
Performance

Building a common language and 
approach for change management

Deepening our understanding of 
culture and strategic direction

Mastering strategic thinking 
& organizing for change

Leveraging  capabilities and  
resources to enable change

Fostering connection and 
collaboration to fuel change

Presenting Change 
Management Capstone



R: 131
G: 100
B: 52

181
147
98

Engaging in aspects of 
change yourself

Effectively leading 
your people and 

teams through change 

Effectively fostering 
organizational 
system change 

Group Interaction & Executive Coaching

R: 63
G: 72
B: 79

R: 52
G: 42
B: 134

Primary Color

Secondary Colors

Prosci Color Library

R: 43
G: 72
B: 72

Purple

Gray

Gold

Evergreen

Tertiary Colors

Graph Colors

B B W



And a Capstone Project to begin shaping 
change...

Line of 
Service

Challenge

Line of 
Service 

Solution

UCI Health x LDI 

Co-Create 

Capstone

Capstone 

Launch with 

Participants

Capstone Team 

Check-ins with 

UCI Health 

Strategy Group

Capstone Final  

Presentations to 

Executive 

Leaders

1

4 3
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Health Industry Leadership Accelerator (HILA)

Built for Health Industry Leaders
The skills, perspective, and network to navigate industry 

change and drive impact in enterprise-level roles

Applied Learning
Hands-on exercises and real-world 

challenges you can apply immediately

Leadership Lab
Signature four-day experience turning 

self-awareness into strategic action

What You’ll Achieve

Discover Your 

Leadership Purpose

Clarify your leadership 

strengths, values, and 

unique impact.

Who Should Attend

Mid-to-Senior Level 

Industry Professionals

Directors 

High-Potential Leaders

Senior Functional Experts

Cross-Functional Team Leaders

Program Phases

In-Person Kick-Off

Live Virtual Sessions

One-Week Intensive

Individual Coaching

Fee: $15,995

QR code linking to the HILA program page

Learn More

https://merage.uci.edu/programs/ldi/cert-health-hila.html


Comments

 Ideas

 Questions?

smaritza@uci.edu



SAIL Leadership Academy
Sustainable Advancement Initiatives in Leadership

PurposeDevelop physician and scientist 
leaders at UCI

 Early Career
 Mid Career
 For Leaders

An experiential professional development program for 
faculty across the School of Medicine to:

Gain knowledge

Develop skills to advance careers

Be effective in leadership roles at UCI
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How SAIL Began
From WLA to SAIL: all genders need leadership training

100
faculty have completed 

SAIL Early Career

6th
Early Career cohort now 

underway

1st
Inaugural SAIL 

Mid-Career 
cohort — you!

2×
goal: double the faculty 

completing SAIL

SAIL started as WLA and evolved as we learned that faculty of all genders benefit from leadership training.
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Other Leadership Training Programs 

• AAMC
• RISE for medical students
• Early Career, Mid Career Faculty
• Women in Medicine
• Organizational Leadership
• Chief Medical Offices 

• National Societies
• Merage School of Business
• Harvard School of Public Health
• ELAM/ELH through Drexel University
• Physiciansleaders.org
• Working one on one with coach
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