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Wha t  Even  is 
Ca p tu r e 
Ma n a gem en t?!

Cap ture  manag e me nt, also  calle d  
op p ortunity manag e me nt, is an 
ap p roach to  asse ssing  extramural 
p rop osal op p ortunitie s and  d e ve lop ing  
a comp re he nsive  strate g y to  imp rove  
teams’ p rob ab ility of winning  a strate g ic 
op p ortunity

This ap p roach isn’t some thing  ne w for 
Re search Ad ministrators to  take  on, b ut 
is instead  an outg rowth of existing  team-
b ase d  ad ministrative  ap p roache s



Why Shou ld  In st itu t ion s Ta ke Th is Appr oa ch?

• Many institutions are  se e king  to  increase  comp e titive ne ss fo r larg e , ce nte r-scale  g rants 
from fe d e ral sp onsors to  increase  exp e nd iture s and  make  larg e r socie tal imp acts

• To accomp lish the se  g oals, re search ad ministrato rs will ne e d  to  continue  to  sup p ort 
ind ivid ual inve stig ato rs while  also  sub mitting  multip le  winning  larg e  and  comp lex 
g rants, creating  exp ansions and  chang e s in workflow

• The se  larg e  and  comp lex p rop osals cross ad ministrative  units and  re q uire  that we  work 
tog e the r to  d e ve lop  cohe sive  strate g ie s to  win 

• At Tufts, our cap ture  manag e me nt ap p roach is to  take  our existing , limite d  re source s 
and  ap p ly the m strate g ically toward  the  p rop osals that have  the  b e st chance  o f 
winning  and  that have  the  p o te ntial fo r sub stantial socie tal imp act



Why Ar e We Ca llin g  
Th is a  Qu est?

• Be cause  Amy and  Sarah are  b ig  ne rd s!

• Also, b e cause  fantasy b ooks, movie s, and  g ame s 
cap ture  the  same  sp irit ne e d e d  from a succe ssful 
cap ture  manag e me nt ap p roach

• A larg e  team b ig g e r than the  sum of its p arts
• A se e ming ly imp ossib le  g oal b e yond  the  

usual d ay to  d ay
• Lots o f twists and  turns - some  fore se eab le  

and  some  no t - along  the  way that must b e  
surmounte d

• (Hop e fully) Growing  camarad e rie  and  fun 
within the  team



Pr epa r in g  for  the 
Qu est
“‘I have  b e e n so  take n up  with the  thoug hts of le aving  Bag  End , and  of saying  
fare we ll, that I have  ne ve r e ve n consid e re d  the  d ire ction,’ said  Frod o. ‘For whe re  am 
I to  g o? And  b y what shall I ste e r? What is to  b e  my q ue st? Bilb o  we nt to  find  a 
tre asure , the re  and  b ack ag ain; b ut I g o  to  lose  one , and  not re turn, as far as I can 
se e .’ ‘But you cannot se e  ve ry far,’ said  Gand alf. ‘Ne ithe r can I. It may b e  your task to  
find  the  Cracks of Doom; b ut that q ue st may b e  for o the rs: I d o  not know. At any 
rate  you are  not re ad y for that long  road  ye t.’ – The  Lord  of the  Ring s, p . 65-66



Begin n in g  the Qu est

• Whe re  are  we  g oing ?
• Who is coming  with us?
• How will we  g e t the re?
• How will we  work tog e the r?



Big Sw in gs Requ ir e 
Tea m w or k

• Just like  in a fantasy q ue st, our q ue st 
for larg e  and  comp lex g rants re q uire s 
a g roup  with varie d  exp e rtise  and  skills 
to  work close ly tog e the r to  achie ve  
more  than the y can d o  ind ivid ually

• O fte n, ad ve nture rs are  me e ting  for the  
first time  whe n se tting  out on the ir 
q ue st. The  same  can b e  true  in an 
institutional se tting

• The se  re lationship s d on’t just fall into  
p lace , and  without p re p aration, conflict 
can arise

• Drawing  on the  conce p t of Team 
Scie nce  for Ad ministrators, in the  same  
way that re search q ue stions re q uire  
co llab oration among  multip le  
d iscip line s, re search fund ing  sup p ort 
re q uire s exp e rtise  from multip le  
ad ministrative  units for succe ss



Wha t  is Tea m  Scien ce for  Adm in ist r a tor s? 

Ad d re ssing  each of the se  e lements will allow teams to  b uild , sustain, and  lead  a succe ssful 
ad ministrative  e ffort for larg e  and  comp lex p ro jects

Ad ministrative  teams that cross institutional b ound arie s, have  d iffe re nt re p orting  structure s, and  have  d iffe re nt ince ntive s – The se  teams can use  
team scie nce  p rincip le s in the  same  way that multid iscip linary re search teams d o:

Build ing  & 
sustaining  trust

Deve lop ing  a 
shared  vision

Motivators & 
d e tractors

Creating  a shared  
vocab ulary

Estab lishing  ro le s 
& re sp onsib ilitie s

Effective  team 
lead e rship

To  b e  succe ssful in sub mitting  larg e  and  comp lex p ro je cts, ad ministrative  
sup p ort ne e d s to  g o  b e yond  “stay in your own lane ”



H ow  do w e a ssem ble the tea m ? 

What is the  fund ing  ag e ncy? Doe s it focus on 
fund ame ntal re search (NIH, NSF) or ap p lie d  re search? 

• Ap p lie d  re search typ ically ne e ds corp orate  p artne rs

What kind  of institutional sup p ort d oe s the  ag e ncy 
exp e ct? 

• Eve n whe re  formal cost share  isn’t re quire d  (or exp licitly d isallowe d), 
institutional sup p ort, state  sup p ort, and /or industry sup p ort is ofte n 
exp e cte d

How many award s d oe s the  ag e ncy inte nd  to  make ? 

• The  fe we r exp e cte d  awards, the  more  teams ne e d  to  learn ab out p ote ntial 
comp e tition and  the  strong e r the  arg ume nt teams ne e d  to  make  for why 
your institution is the  rig ht p lace

To what exte nt d oe s the  ag e ncy want to  se e  workforce  
d e ve lop me nt as a ke y comp one nt? 

• Many of the se  larg e  p rog rams want to  se e  sustainab le  imp act b e yond  the  
fund ing  p e riod , includ ing  e conomic imp act and  workforce  de ve lop me nt 



Wha t  Skills do w e 
Br in g  to the Ta ble?
Acad e m ic Le ad e rsh ip : Institutional sup p ort

Re se arch  De ve lop m e nt: Writing , g rantsmanship , p ro je ct 
manag e me nt

Re se arch  Ad m in istra tion : Bud g e t, comp liance

Cam p us Plann ing : Feasib ility d e te rmination for eq uip me nt

Corp o rate  & Found ation  Re lations: Fund raising  to  
sup p le me nt p roje ct fund s, p rivate  p artne rship s

Te chno log y Transfe r: Inte lle ctual p rop e rty

Gove rnm e nt Re lations: Comp e titive  inte llig e nce ; local, state , 
and  fe d e ral sup p ort; ag e ncy-sp e cific insid e  knowle d g e

Unive rsity Com m unications & Marke ting : Re search team 
b rand ing  and  p rofile -raising  in line  with institutional g uid e line s

Te chno log y Se rvice s: De sig n, we b  p re se nce , re search 
te chnolog y infrastructure  



Other  Pa r ty  
Mem ber s you  m a y  
Meet  on  you r  Qu est

Project Manag e r

Grap hic Desig ne r

Cap ture  Manag ement Consulting  Firm

Conte nt Exp e rts as need ed

Your co lleag ues at o the r org anizations



Su ppor t in g  Ou r  Tea m  
Mem ber s

Larg e , comp lex p rop osals require  
add itional workload  b eyond  our day-to-
day re sp onsib ilitie s. How can we  sup p ort 
each othe r?

• Having  a “p re -morte m” – id e ntifying  
as many thing s that could  g o  wrong  
as p ossib le  so  we  can b e  p re p are d

• Sharing  op e nly whe n we  ne e d  he lp , 
and  having  each o the r’s b acks 
whe ne ve r p ossib le

• Be ing  willing  and  ab le  to  shift our 
p lans whe n circumstance s chang e

• Reaching  out fo r ad d itional exp e rtise  
whe n ne e d e d

• Ke e p ing  our focus on the  g oal, e ve n 
whe n sid e  q ue sts take  us on a 
d e tour



Tea m w or k ver su s 
Ta skw or k

Teamwork - inte ractions re q uire d  among  team me mb e rs 
to  achie ve  the ir tasks re late d  to :

sharing  o f information 
req uired  to  comp le te  tasks

knowled g e  o f who  has what 
skills so  that they can easily 
b e  id entified  when need ed

b asic communication among  
team memb ers throug hout 

the  p rocess.

Taskwork – ind ivid ual activitie s that must b e  comp le te d  to  
fulfil the  team’s ob je ctive s

te chnical, p hysical, p roce d ural, e tc. activitie s involve d  in 
comp le ting  tasks or sub tasks.



Apply in g  Tr u st  to 
Adm in ist r a t ive Tea m s

• Recog nize  co lleag ues’ 
exp e rtise  across b ound arie s

• Assume  g ood  intentions 
whe reve r p ossib le

• Id entify exp e rts in d iffe rent 
realms 

• Maintain se lf-awareness ab out 
what “you d on’t know you 
d on’t know”

• Techniq ues for d eve lop ing  
trust includ e  shared  staff 
mee ting s and  informal 
g athe ring s b e fore  comp lex 
p ro jects arise



Sha r ed  Vision

It may seem ob vious that the  g oal 
o f the  team is to  sub mit a fund ab le  
p rop osal

Each memb er of the  ad ministrative  
team may have  d iffe rent id eas of 
what that looks like  

Share d  visions can includ e  p lans fo r 
communication among  team me mb e rs 
and  with the  scie ntific re search team, 
id e ntification of areas in which the re  
may b e  conflict, and  areas in which 
sufficie nt exp e rtise  is no t curre ntly 
availab le



Motiva tor s a n d  
Detr a ctor s

Motivators – incentive s that cause  p eop le  to  want 
to  d o  some thing  

De tractors – factors that red uce  the  value , 
imp ortance , e ffectiveness, or q uality or teamwork

• Can b e  institutional and  ind ivid ual
• Institutional – d iffe rent p rioritie s and  me trics of 

success
• Ind ivid ual – recog nition, autonomy, ind ivid ual 

d iffe rences (For examp le , some  p eop le  may g e t a 
thrill out of tig ht d ead line s, while  o the rs may fee l 
ove rwhe lmed .)



H ow  to Develop  a  
Sha r ed  Voca bu la r y

• Ke e p  a running  list of common te rms that cause  
confusion as you work on d iffe re nt p ro je cts

Ke e p  a List

• If you’re  unsure  of how a te rm is b e ing  use d , ask! Create  
a culture  whe re  asking  g ood -faith q ue stions is an 
acce p te d  norm

Ask

• Don’t make  assump tions that one  d e finition is “corre ct” 

Don’t Make  Assump tions



Esta blish in g  Roles & 
Respon sibilit ies for  Ea ch  
Tea m  Mem ber

Id e ntify b oth the  ne e d s of the  p ro je ct as we ll as the  stre ng ths 
and  cap acity of those  who can contrib uteId entify

Each team me mb e r ne e d s to  und e rstand  the ir ro le s and  
re sp onsib ilitie s, b ase d  on the ir stre ng ths and  exp e rtise , and  
work ind e p e nd e ntly and  inte rd e p e nd e ntly 

Und e rstan
d

Discuss how tasks should  b e  assig ne d , and  the  imp ortance  of 
comb ining  the se  into  a cohe re nt wholeDiscuss

Create  a p roce ss for inte rfacing  with the  inve stig ator team – 
re g ular communication outsid e  of the  inve stig ator team that 
re sults in a unifie d  p lan to  inve stig ator team.

Create



Role of Tea m  
Lea der sh ip

Critical to  know who is re sp onsib le  for e nsuring  that tasks 
are  comp le te d  and  inte g rate d  and  that the  ove rall vision 
is ke p t in the  fore front

Name  a lead e r, with the  und e rstand ing  that inte g rate d  
teams should  share  lead e rship  re sp onsib ilitie s, includ ing  
d e cision making  

Work collab orative ly with the  team to  assig n ro le s and  
re sp onsib ilitie s and  d e te rmine  how each me mb e r g e ts 
cre d it for the ir work 

Ensure  re g ular communication among  team me mb e rs, as 
we ll as with the  re search team, to  ad d re ss any challe ng e s 
that arise



Let’s r oll! 



Wha t  Is Ou r  Qu est?

• The  Gam e : What are  we  d ealing  with 
he re ? Like  with a real p rop osal, some  of 
the  e le me nts are  up  to  chance  and  we ’ll 
have  to  ro ll with the m as the y hap p e n
• Ro ll fo r:

• How many we e ks d o  we  have  to  work?
• Are  the re  any holid ays/long  we e ke nd s 

d uring  that time ?
• Is the  PI an active  p articip ant o r are  the y 

too  b usy to  take  a lead e rship  ro le ?

Afte r a year of 
p rep aring , an RFA 
has b een re leased  
for a larg e  cente r 

of exce llence  in an 
area of streng th for 

your institution. 
This p ro ject will 

involve  p e rsonne l 
from each of your 

Schools and  
Cente rs, as we ll as 

exte rnal 
co llab orators



In  the Th ick of It
• Ro ll fo r the  num b e r o f 

in te rna tio na l p a rtne rs 
in  d iffe re nt t im e  zo ne s
• Who is g oing  to  d raft 

and  colle ct le tte rs of 
sup p ort? 

• How d o we  make  sure  
the  b ud g e t and  the  
ro le s d e scrib e d  in the  
p rop osal alig n? 

• How can we  make  
sure  we  are n’t running  
afoul of exp ort contro l 
re g ulations? 

We ’re  
d e e p  in 
the  work 

of the  
p rop osal 
with our 

team. 
Eve rything  

is g o ing  
smoothly, 

until…



Wha t  Cha llen ges Do 
We Meet  Alon g the 
Wa y?

• Ro ll fo r:
• Doe s the  PI chang e  mid way 

throug h p rop osal p re p aration?
• How many ne w p artne rs are  

ad d e d  thre e  we e ks b e fore  the  
d ead line ? 

• Doe s the  fund ing  ag e ncy re lease  
ne w, contrad ictory g uid ance ?

• Is the re  cost share  that must b e  
ne g otiate d ?

Eve ry 
p rop osal has 
its twists and  

turns, and  
this g rows 

exp one ntially 
with 

comp lexity.



Side Qu est  Aler t ! The  PI went to  a confe rence  and  
me t someone  they want to  b ring  
onto  the  team. 
Ro ll fo r: 

• Does the  new p e rson’s 
org anization have  
SAM.g ov (or o the r 
re levant) reg istration? 

• Are  they in a country that 
has re strictions with 
reg ard s to  sensitive  
re search? 

• How much money d o  they 
need  to  d o  the ir p art? 
How much will the  b ud g e t 
need  to  b e  revised ? 



Alm ost  Ther e…
• Comp e titive  inte llig e nce : We  just found  out that one  of our major comp e titors has 

ap p roache d  the  State  for a larg e  inve stme nt, and  we  want to  stay comp e titive .
• Ro ll fo r succe ss in  g e tting  ad d itio na l sup p o rt.

• How d o we  p re p are  the  PI for d iscussing  this ne w information with School/Institutional 
lead e rship ? 

• The  p rop osal is d ue  rig ht afte r the  se me ste r starts.
• Ro ll fo r w he the r the  PI ha s to  te a ch

• How d o we  he lp  to  ke e p  the  PI on track with the ir o the r re sp onsib ilitie s? 
• You’re  finally p utting  the  p rop osal into  the  sub mission syste m

• Ro ll fo r ho w  m a ny se cre t  na rra tive  se ctio ns yo u  find

You’re  almost 
at the  e nd , 
and  ye t…



We Ma de It ! 
O ur team ove rcame  eve ry 
challeng e , and  the  p rop osal was 
sub mitted !



A Well-Deser ved  Lon g Rest :  
Lesson s Lea r n ed

To b e  succe ssful, the  team 
ne e d s to  d o  a lot o f work 

b e fore  the  fund ing  
op p ortunity is re lease d

Sub mission p ortals 
ine vitab ly contain 

surp rise s

The  look of a p rop osal – 
no t just its conte nts – 
affe cts its chance s o f 

g e tting  fund e d

The  b ud g e t and  the  text 
ne e d  to  work tog e the r to  

te ll a strong  and  
comp e lling  sto ry

Pe op le  rare ly re sp ond  to  
the  first e mail se nt 

re q ue sting  d ocume nts

Teams will sp e nd  a lo t o f 
time  tog e the r – some time s 
on nig hts and  we e ke nd s – 
and  will ine vitab ly g e t on 

one  ano the r’s ne rve s



A Well-Deser ved  Lon g Rest :  
Lesson s Lea r n ed , Pa r t  2

Consultants are  often seen b y re search teams as more  trustworthy than exp e rts 
insid e  the  institution – b ut they won’t know our p roce sse s and  g uid e line s, so  we  
have  to  work tog e the r to  keep  the  PI from g oing  on a d oomed  sid e  q uest

Exp ectations with the  re search team and  with all the  ad ministrative  sup p ort team 
memb ers must b e  se t early so  that we  can all work tog e the r toward  our 
common g oal

Disap p ointments are  inevitab le  – the se  are  hig hly comp e titive  p rog rams, and  we  
won’t win eve ry time . We  will, thoug h, learn a lot on our quests, and  we  will take  
what we ’ve  created  into the  next e ffort



Most  of All… • The  q ue st should  b e  fun, e ve n whe n we ’re  facing  d own a monste r or whe n 
we ’re  making  chang e s to  the  p rop osal d ays b e fore  the  inte rnal d ead line

• By working  as a team, we  can imp rove  our succe ss, and  tog e the r, we  can make  
sure  that the  ve ry hard  work we  d o  p ays off

• And  the n, we  ce le b rate ! 



Amy Gantt, Dire ctor, 
Strate g ic Re search De ve lop me nt
Tufts Unive rsity
amy.g antt@tufts.e d u

Sarah Marina, Dire ctor, 
Re search Ad ministration Ente rp rise
Tufts Unive rsity
sarah.marina@tufts.e d u

Qu est ion s? 
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mailto:Sarah.marina@tufts.edu
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