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Preface

The Burroughs Wellcome Fund (BWF) and the Howard Hughes Medical Institute
(HHMI) have similar missions—to advance medical science by funding scientific
research and education. In July 2002, the two organizations entered into a unique
collaboration to further advance these goals by offering a course in laboratory lead-
ership and management at HHMI headquarters in Chevy Chase, Maryland.

The idea for the course grew out of feedback that BWI and HHMI staff had
solicited over the years from talented young biomedical scientists who had received
research training or career development grants from the organizations. These begin-
ning investigators described the challenges they faced in having to fulfill their
research, teaching, administrative, and clinical responsibilities while simultaneously
being expected to obtain grant support, publish, hire staff, and keep their labs run-
ning smoothly—all without formal management training. Their comments suggested
that the grantees might have avoided costly mistakes and made better progress if
they had learned to be managers as well as researchers before establishing their
own laboratories.

The course in scientific management, which focused on these competencies,
received an exceptionally enthusiastic response. In the postcourse focus groups and
surveys, participants said that a manual based on the course would be a valuable
reference for them and for colleagues who could not attend the course. The result-
ing manual, Making the Right Moves, first published in 2004, was, like the course, a
success. Since its publication, 15,000 copies of the book have been distributed to
individual scientists and professional societies and many more copies have been
downloaded as a PDF version available at http://www.hhmi.org/llabmanagement. In
June 2005, BWF and HHMI organized a second iteration of the course, which in-
cluded new sessions, and revised the manual to reflect the new material. This
second edition of the manual contains one new chapter, “Teaching and Course
Design,” and substantially revised chapters, “Laboratory Leadership in Science” and
“Project Management.” All other chapters were revised and updated with additional
information presented at the 2005 course.

As a companion to this book, BWF and HHMI have also developed a how-to
guide for organizing training programs focused on laboratory leadership and man-
agement. The guide is intended to encourage universities, professional societies,
postdoctoral associations, and other organizations to develop these types of
courses for their constituents. BWIF and HHMI believe that training in scientific
management should be made available to all researchers early in their careers.
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Just like the first edition, the second edition of Making the Right Moves is intended
for laboratory-based biomedical scientists just starting out—advanced postdoctoral
fellows ready to enter the academic job market and new faculty members in
research universities and medical schools. Much of the material, howevet, is also
relevant to scientists pursuing nonacademic career paths. The manual is available on
the Web as a PDF; a hard copy may be requested from HHMI. Academic organiza-
tions and institutions are free to distribute copies of the book, or sections of it, for
educational purposes.

The purpose of the manual is to alert beginning scientists to the importance of the
leadership and managerial aspects of their new (or soon-to-be-acquired) jobs and
to give them practical information that will help them succeed as planners and
managers of research programs. Not only will the researchers benefit, but the sci-
entific enterprise will benefit as well.

Enriqueta C. Bond, Ph.D. Thomas R. Cech, Ph.D. Peter J. Bruns, Ph.D.

President President Vice President
Burroughs Wellcome Fund ~ Howard Hughes Grants and Special
Medical Institute Programs

Howard Hughes
Medical Institute
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Introduction

You are now a fully trained biomedical research scientist. You have earned a Ph.D.
or an M.D. or both and have spent several years as a postdoctoral fellow learning
the ropes of your specialty. You have the credentials you need for a career as an
academic researcher. But as you establish your own laboratory and build your
research program, you are becoming aware that research skills are only part—albeit
a critical part—of what you need to succeed.

In your first few years as a tenure-track faculty scientist, you will be asked to bal-
ance multiple new demands on top of your research, including teaching, adminis-
trative tasks, and perhaps clinical responsibilities. At the same time, you will be
expected to hire staff and establish a laboratory, plan a coherent research program,
obtain grant funding, and publish in the top journals. Meanwhile, your tenure clock
will be ticking, placing you under enormous pressure to produce. You need special
skills to meet all these expectations—a mixed bag of competencies that can be
loosely characterized as “scientific management” skills. It is unlikely that you have
received explicit instruction in any of these skills in graduate or medical school or
during your postdoctoral studies. Like most beginning investigators, you probably
were only able to learn a bit through trial and error or by watching your teachers
and talking to your advisers, mentors, and fellow students.

66

Why do we need something like a lab management conrse?
Biomedical research today is a complex enterprise that spans
mnltiple biological levels, requires a variety of equipment and
staff, and demands success with limited funds. Each one of you
is really an entreprenenr running your own new small business.

—Enriqueta Bond, BWF
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This manual provides an outline for filling this educational gap. The content of the
first edition of this book, published in 2004, was based on the “Course in Scientific
Management for the Beginning Academic Investigator,” held at Howard Hughes
Medical Institute (HHMI) headquarters in July 2002. The course was developed
and sponsored by the Burroughs Wellcome Fund (BWF) and HHMI for selected
BWEF and HHMI grantees. This revised version of the manual incorporates new
information from the second BWF-HHMI course held at HHMI in June 2005. The
chapters were developed from the course presentations and panel discussions,
handouts from presenters, the question-and-answer sessions, feedback from course
participants, and subsequent interviews with the presenters and other scientists. In
addition, more information, particularly relevant to physician-scientists, was added
to each chapter. Content was also drawn from many of the resources listed at the
end of each chapter. Each chapter was reviewed by the session speaker(s), course
developers, and other BWF and HHMI staff.

Although Making the Right Moves is directed to laboratory-based academic scientists,
much of the material would also be of use to beginning investigators in govern-
ment and industry labs. The first chapter, “Obtaining and Negotiating a Faculty
Position,” offers tips on finding and negotiating terms for a faculty position and
outlines the expectations of a faculty job. The next chapter, “Understanding
University Structure and Planning for Tenure,” takes a look at the typical decision-
making hierarchy of a research university and an academic health center, discusses
your professional responsibilities outside the laboratory, introduces some of the
academic offices with which you will interact and the resources available to support
your research, and outlines the requirements for obtaining tenure.

Two chapters deal with people skills. “Laboratory Leadership in Science” summa-
rizes the role of the head of the laboratory in leading, motivating, and managing
members of a lab. “Mentoring and Being Mentored” explores what it means to be
a mentor, particularly as a strategy for facilitating learning and training new scien-
tists. It includes approaches to help you be an effective mentor and offers advice
on how to obtain the mentoring you need.

“Staffing Your Laboratory” provides pointers on recruiting a team of people who
will contribute to the success of your lab. It also discusses what to do if you have to
let someone go. Several chapters offer information about time management, project
management, and data management. “Getting Funded” and “Getting Published and
Increasing Your Visibility” discuss these challenging tasks in the competitive envi-
ronment of biomedical research. “Setting Up Collaborations” and “Understanding
Technology Transfer” are particularly relevant at a time when research projects often
involve scientists in different departments and different universities and when
research findings are often shared with industry and government.

New to this version of the book is the chapter “Teaching and Course Design,”
which offers tips on how to design a course, how to deliver lessons that engage stu-
dents, and how to keep teaching responsibilities from engulfing your time.




Introduction

Given time and space constraints, some topics, such as lab safety, scientific writing,
public speaking, communicating science to the public, and science policy, were not
covered in the BWF-HHMI courses or in this manual. This information is typically
taught at most universities or is available from other sources (e.g.,, HHMI has pub-
lished several videos on laboratory safety, available at no charge from HHMI’s
online catalog at http://www.hhmi.org/catalog).

The manual is not meant to be a comprehensive reference text. It is designed to
highlight key points about managing scientific research operations that are not
readily available in print elsewhere. The manual is likewise not meant to be pre-
scriptive. It is a collection of opinions, experiences, and tips from established scien-
tists and professionals. A complementary publication, Training Scientists to Make the
Right Moves: A Practical Guide to Developing Programs in Scientific Management, serves as a
resource for organizations that are developing their own courses in scientific
management.

You are encouraged to supplement the information in this book with resources
from postdoctoral or professional associations and Web resources, as well as the
books and articles mentioned in each chapter. You are also encouraged to discuss
ideas in the book with colleagues, mentors, and advisers and to suggest that they
organize similar courses at your own institution.







Chapter |

OBTAINING AND NEGOTIATING
A FACULTY POSITION

As you complete your postdoctoral training, you are probably starting to think
about the next step in your research career. For some of you, this may mean a posi-
tion as an investigator in an industry or government laboratory. For others, this
may mean a faculty position at a university or medical center. If you pursue the lat-
ter, you will have to decide whether a tenured or nontenured position is better
suited to your personal goals and ambitions. Although all these career options are
rewarding, this chapter focuses on the tenure-track faculty appointment.

As you embark on your search, you will face a series of challenging questions:

¢ What do I want and need from my job?
@ How do I go about finding a job?

@ How can I ensure that my achievements and capabilities will be
recognized?

¢ How will I choose among the offers I receive?

@ How can I ensure that the resources I need to launch my career are
included in the job package?

There are no universally right answers to these questions, but there are well-tested

strategies for finding and obtaining the right academic appointment and for obtain-
ing tenure. This chapter discusses some of them.

THE JOB SEARCH

Once you decide to launch your search, make it a concentrated effort. Ideally,
doing so will bring multiple offers your way at about the same time. Making the job
hunt a flat-out effort also makes the labor-intensive process of gathering creden-
tials and references much more worthwhile. Keep in mind that most academic
positions are advertised in the fall, with the assumption that the job will start in
summer or fall of the following year.
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Knowing What You Want

Your chances of finding the right job will be greater if you have your own needs
and wants firmly in mind. For example, consider the following questions:

€ Do you need to be working at a top-rated institution, or would a less-
intense atmosphere be acceptable or even preferable, given your talents and
ambitions?

@ Do you want to devote yourself exclusively to research, or would you
prefer some combination of research and teaching or clinical practice?

€ Do you want or need to be in a particular area of the country? Do you
prefer an urban, rural, or suburban location?

@ Wil personal responsibilities, or your spouse’s or partnet’s professional
needs, set limits on your search?

@ If you are a physician-scientist, will you want to see patients and how much
time will you want to devote to research versus clinical practice?

Learning What Is Out There

Use all available formal and informal sources of information. Formal sources of
information include the following:

@ Job announcement letters sent to your department

@ Announcements (print and online) in major scientific journals such as Ce/,
Science, and Nature and in publications devoted to your subspecialty

©  Web sites of academic institutions

¢ Employment bulletins published by

A Few Career-Related Web professional associations

Sites for Scientists @ Mail list servers for postdoctoral fellows
Science magazine’s ScienceCareers.org VWeb site con-

tains a Career Development resource for postdocs Informal sources can be even more valu-

and beginning faculty able—for example, the supervisor of your
(http:/isciencecareers.sciencemag.org). postdoctoral research; other scientists with

whom you have a relationship, especially
those with whom you have collaborated; and
your peers. So, get the word out that you are

looking.

The Chronicle of Higher Education’s online newsletter
“Career Network” has career news and advice and
publishes new scientific faculty and research jobs
every day (http://chronicle.com/jobs).

The University of Washington’s Re-envisioning the
Ph.D. provides Web resources related to job hunting
for doctoral students, postdocs, and academics
(http:/lwww.grad.washington.edu/envision).
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Narrowing Your Search

Measure each job opportunity against your list of priorities. Find out about

@ The institution’s mission, values, political and social climate, and quality
(e.g., national or regional ranking)

@ The department’s mission, research activities, curriculum, and collegial
atmosphere

@ The parameters and expectations of the position, including whether it is
tenure track

@ Faculty policies regarding patental leave and tenure clock extension

There’s no easy way to tell how many positions to apply for. Remember, though,
job hunting is not wasted time; the process has valuable spin-offs. For example, you
will get a chance to make presentations about your work. Your ideas are sharpened
in the process, and the research itself benefits. You are practicing skills you will use
throughout your career. You also get better at the job-hunting process as you go
along. Your self-confidence builds, and your sense of what you want develops as
you are introduced to various research environments.

However, don’t apply for a job that you are clearly not qualified for or that really
does not interest you. You don’t want to waste people’s time and perhaps damage
your own credibility.

What Is Tenure Track?

Tenure is not given immediately to new faculty. Instead, jobs are designated as eligible for tenure, or
“tenure track.” A tenure-track position is one that leads to a permanent professorial appointment. In
most institutions, tenure confers virtual lifetime job security because a tenured professor cannot be
fired, except for certain limited causes, such as gross misconduct or neglect of duty. For many basic sci-
ences departments, tenure means full salary support even if grants dry up. In the clinical sciences,
because clinicians have a second source of salary support other than the university, tenure may not
imply full salary support. Keep in mind that, from the perspective of the institution, tenure is a financial
commitment to you. Being offered a nontenure position is not necessarily a reflection of the institu-
tion’s assessment of your worth, but rather an assessment of whether the position is one that they can
commit to supporting, even if your grant funds dry up.

Typically, a faculty member hired in a tenure-track position will work for approximately five years
before a formal decision is made on whether tenure will be granted. If tenure is not granted, the inves-
tigator is typically asked to leave so that someone else can fill the tenure-track spot.

Non-tenure-track positions are often characterized by lower salaries and high teaching loads. But on
the upside, some individuals choose them because they provide greater choice in terms of geographic
location (as these posts are less competitive) and greater flexibility in career choices. (Also see
chapter 2, “Understanding University Structure and Planning for Tenure.”)
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THE JOB APPLICATION

Once you have found one or several positions that you would like to apply for,
you want your application to stand out sufficiently so that you will be invited for an
interview. Here are some guidelines.

Making a Good First Impression

Your application is likely to be one of hundreds that an overworked search com-
mittee must sift through. Follow the application instructions, and make sure your
application is concise and free of factual, grammatical, and spelling errors. You
don’t want it eliminated at the outset because it makes a bad impression.

Get your application in on time. However, if you learn about the position after the

application deadline has passed, still send in your application; many departments
are willing to consider late applications.

66

While a nicely prepared application will obviously not get you a
Job, a poorly prepared one makes a bad impression no matter how

many papers you have published.

—Johannes Walter, Harvard Medical School

29

Components of a Job Application

The cover letter. This letter, which should be limited to one page, is extremely
important and should be written with great care. It should give the search commit-
tee a quick but informative picture of your background and interests relevant to the
job. Include the following items in your letter:

@ Brief self-introduction
@ Statement specifying the position for which you are applying

@ Statement about your research accomplishments, indicating why the work
is novel and interesting

@ Brief description of your research plans, indicating what is important or
creative about what you propose

@ Brief description of your teaching (or clinical) expetience, if the position
emphasizes these activities

@ Any special circumstances you believe the committee should know about
up front
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The last item may be a difficult judgment call. It is hard to know whether to reveal
information that could eliminate you as a candidate before you’ve even had an
interview but that will need to be addressed should you receive an offer. The clas-
sic example of such a situation is that your spouse is also a scientist looking for a
faculty appointment. If you decide not to mention such a circumstance in your
cover letter, inform the search committee of your special needs early in the inter-
view process.

You may also mention your references (included in your curriculum vitae, or CV)
and describe how they know you.

The CV. This cateer summary should contain:

€  Your name and address
@ All higher education, with degrees obtained and dates

@ All professional positions held, with dates and brief descriptions of the
work performed

Awards and honors, including pre- and postdoctoral fellowships
Major sources of independent funding
Publications

Teaching experience, awards, and interests

*® 6 6 ¢ o

References, including names, titles, and addresses and other contact
information

L 4

Invited keynotes and presentations

*

Board certifications and eligibility for physician-scientists

Highlight your name in bold type in your
publications list. If you are listed as an
equal author on a paper, use an asterisk
Two-Academic-Career Couples next to your name and all other authors
who are equal and note ‘“*equal author-
ship” immediately below the relevant refer-
ence. Do not rearrange the published order of
anthors to show that you have equal first anthor-
ship. List manuscripts in preparation under
a separate category. Indicate accompanying
News & VViews articles or other reviews of
your publications. Do not include posters
exhibited at scientific meetings.

“Partner hire” packages, in which a job is found for
the accompanying spouse or partner, take consider-
able work.You should put this item on the table
early in the interview process—certainly before you
receive an offer.You will learn whether the universi-
ty, and your prospective department, views two-
career appointments positively or as a nuisance.
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The research proposal. This is the core of your application. It will describe your
research plans to a search committee composed of people from several scientific
areas outside your subspecialty.

Many successful applicants write two (or possibly three) research proposals, the
first of which is closely related to their current postdoctoral work. The second and
third proposals show the applicant’s ability to think beyond his or her current work.
These proposals are typically more creative and demonstrate a bit more risk.
Include the following items in your proposals:

@ A statement about the problem you intend to work on, indicating the key
unanswered questions you will tackle. State how this research is expected to
contribute to your general area.

@ A description of your research plans. This section should comprise 50 to
70 percent of the proposal. Put forward three or four specific aims that
address a range of fundamental questions within your discipline. Demon-
strate that you have the necessary background to achieve what you pro-
pose. Be both creative and realistic.

@ A few figures (perhaps one per proposal). These can help make your pro-
posal more interesting to the search committee, which will be wading
through perhaps hundreds of proposals from the other applicants. Remem-
ber, figures are most useful when they’re embedded in the text and not
tacked on at the end.

© A detailed description of your postdoctoral research, with an emphasis on
what is novel and important and how it is the basis for your research pro-
posal. Describe your predoctoral graduate research only if it is critical to your
current interests. Make clear to the search committee that the work you are
taking with you will not be in direct competition with your postdoc adviser.

@ Alist of references that includes your publications and manuscripts sub-
mitted or in press, as well as pertinent publications by others.

Reprints. Follow the directions for each application. Send along any important
papers that are not yet published; otherwise, the committee will not have access to
them.

Statement of teaching. If the job has a teaching component, add a separate sec-
tion describing your interest in and approach to teaching and your experience.

Letters of recommendation. Depending on the application instructions, letters of
recommendation can be included in the application package or submitted subse-
quently to the search committee. Typically, these letters are written by your graduate
and postdoctoral advisers. It is also perfectly acceptable to submit one or two more
references than the number asked for in the application. When you approach some-
one other than an adviser for a letter of recommendation, use the conversation as
an opportunity to get a sense of how they judge your work. If you encounter any
hesitation at all, or an indication that the person does not have time to write a letter
or does not know you well enough to do so, ask others. You should ask someone

10
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Question: What if | don’t get along with my adviser?

Answer: If you do not have a good relationship with
your adviser and cannot ask for a letter of recom-
mendation, make sure you explain why in your cover
letter. Be completely candid about the situation. Not
having a recommendation from your adviser is a red
flag to the search committee and will not be ignored.
The committee may even contact your adviser any-
way. A letter from another faculty member from the
same institution may be critical in this case.

who really knows you and your work, not
just someone with an important title.

Give those who are writing you a letter of
recommendation plenty of time to prepare
the letter. Give them your application pack-
age. If they suggest, prepare a draft of the
letter of recommendation for them. Point
out strengths you have that they may not be
fully aware of. But be careful—do not
appear to be dictating your letter to them.
Provide them with stamped, addressed
envelopes. Tell them when each letter to
each of your potential employers will be

needed, and then remind them until they send your letters. Check to verify that

each letter has been received.

THE JOB INTERVIEW

A formal interview for a faculty position typically takes the form of a daylong or
overnight visit to the campus. Normally, the institution inviting you for an inter-
view pays your expenses for travel and accommodations. You can expect to meet
with several faculty members, as well as others who may be asked to provide feed-
back about you to the search committee, and to give talks about your research. It
will be your task to do the following:

© Convince the department that your work is exciting and that you will be a
leader in your field.

@ Convince each member of the department that you will be a good col-
league.

@ Find out if the institution and the department are right for you.

Be prepared for a demanding and exhausting experience. You will be on display at
all stages of the visit, from the moment you are picked up at the airport until you
are sent on your way again.

Advance Preparation
Come well prepared by doing the following before your visit:

@ Organize the logistics of your trip, including travel tickets, hotel accommo-
dations, arrangements for pick up, and the schedule of events on interview
day. Be conservative about your estimates of travel time: You don’t need
the added stress of missing a connection and being late.

¢ Find out about the academic interests of the people you are likely to meet.
Read a few of their papers or at least skim the abstracts. Be ready to ask
them about their work. You can probably find this information on the
department’s Web site.

11
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@ Learn as much as possible about the institution and the surrounding area.
Knowing something about the city or town will give you a starting point
for small talk.

@ Physician-scientists may meet with representatives of the clinical enterprise
and should be prepared to talk about the business side of clinical medicine,
including how they will meet their salary goals through clinical work. They
should also be prepared to ask about what support staff will be available to
them in the clinic.

Dress Code

Dress neatly and in keeping with scientific custom as you know it. Avoid dressing at a
level of formality that will make you and your hosts uncomfortable.

Preparing Your Job Talk

During your interview visit, you will be asked to give a “job talk”—a formal pres-
entation on your current research. A job talk generally lasts about an hour, includ-
ing 10 to 15 minutes for questions. You have probably given this kind of talk
before, and you know what works for you, but here are a few guidelines on how to
prepare your talk.

First, write out the entire talk, thinking of your audience as you write. Remember, a
talk is not presented in the same way as a scientific paper. You must get your main
ideas across to listeners who have had little opportunity to study the details, as well
as to those whose research interests and backgrounds are very different from yours.
You can assume that your audience will be composed of intelligent people who are
uninformed about your chosen scientific field. To help your audience follow your
talk, divide it into several clear and concise sections, and give an overview of the
talk at the beginning. At the end, restate your conclusions and offer an outline of
your future research plans. At the outset or at the conclusion of your talk, include a
brief statement acknowledging those who helped you in your research.

Next, translate your talk into a slide presentation. Most researchers use PowerPoint
presentations to deliver their talks. Remember, however, to bring along a backup
disk. Be sure to inform your hosts ahead of time about your audiovisual needs. Try
to vary the design of your slides, alternating between text and figures. Resist the
temptation to use only bulleted points, but also avoid long sentences. Be sure that
your slides are readable and that the order of your slides matches your written pres-
entation. (The American Society for Biochemistry and Molecular Biology and other
professional societies publish guidelines for preparing these presentations.)

Finally, practice your talk in front of a mirror. Doing so allows you to time your
presentation while getting used to the sound of your own voice. Keep repeating
the talk until you can deliver it easily, using your slides as your only memory aid. If
necessary, edit the talk down until it can be delivered comfortably within 50 min-
utes. Remember that a talk that is slightly too short is much better than one that is

12
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too long. It may be better to focus on only one aspect of your research, so you can
give sufficient detail within the time you have. Save the rest for the question-and-
answer session.

When you feel comfortable giving your talk, enlist your adviser, your postdoctoral
colleagues, and any graduate students you work with as an audience for a practice
talk. Encourage them to ask questions and offer frank criticism. Ask them for sug-
gestions to improve your PowerPoint slides, and leave enough time to edit your
slides accordingly.

66

We always ask the administrative assistant how she was treated
by the candidate, both on the phone prior to the visit and during
the visit. This is always very illuminating. 1 think candidates need
to pay attention to how they treat the staff.

—Ann Brown, Duke University School of Medicine

Delivering the Talk

Experienced speakers resort to a variety of techniques to control nervousness.
Here are a few of them:

@ Arrive eatly enough to set up equipment and become comfortable with the
room. You may have to ask your host to get you to the room with enough
time to prepare.

@ Plant your feet firmly on the floor. Feeling balanced is important to your
self-confidence.

¢ Know what you intend to do with your hands. A computer mouse and a
pointer may be enough to keep you from fidgeting—but be careful not to
play with either of them.

@ The most nerve-wracking minutes are those just before you begin your
lecture. Focus on your breathing—make deliberate every inhale and exhale,
to control a rapid heart rate.

@ Greet your audience and tell them you are glad to be with them. Make eye
contact with a few audience members who seem eager to hear what you
have to say. Then plunge in.

¢ Don’t worry if some people nod off or seem uninterested; continue to give
your talk as you practiced it, making eye contact with those who are listen-

ing closely.

13
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*
¢

Let it show that you are excited about your work.

Even though you may have done all the work presented, it is important to
sound modest in your presentation. Begin by saying, “The work I will tell
you about today was carried out while I was in the lab of X at University
Y.” Then, describe each slide in terms of “we.”

A good trick to avoid a discussion period with no discussion is to plant a
seed in the audience during your talk to encourage questions later, for
example, by saying “I don’t have time to give you the details of that now
but would be happy to talk about that during the discussion.”

66

Some fraction of the andience is always asleep during any talk, no
matter how exciting the subject. Find a few people who are listen-
ing attentively and give your talk to then.

—Johannes Walter, Harvard Medical School

29

Answering questions during a talk can be especially difficult. Several ways for han-
dling this are noted here:

*

Repeat the question for the audience. Then take your time answering, If
you need to, buy some more time by asking for a restatement of the ques-
tion. In a pinch, give an interpretation of what you think the questioner
wants to know. Then give your best answer and stop. Rambling on only
conveys uncertainty.

It is okay to answer, “I don’t know.” But offer to follow up, and do so. It’s
a great opportunity to make contact with faculty after the interview.

If questions are slow in coming, take the initiative by pointing out some
aspect of your work that you passed over quickly but that you believe war-
rants the audience’s attention. This gives you a chance to use some of the
material you edited out of your talk. You may generate a whole new line of
questioning. In case you need to go back through your slides to a particular
one in order to clarify a point, arrange to have your computer presentation
accessible during the discussion period.

If challenged, listen to the criticism and give a judicious response. Don’t
become defensive. If the criticism seems unfair, stand your ground politely.
You might suggest a follow-up discussion later.

14
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Giving a Chalk Talk

During your interview visit, you will likely have an opportunity to give a less formal
presentation—a chalk talk—during which you can offer detailed information about
the direction of your future research. It should not be a polished slide presentation,
but it should be prepared carefully.

Give a brief overview of your research agenda, including your short- and long-
term objectives. Then state several specific problems you want to work on, and
explain in detail how you plan to proceed. Be prepared to write on a white board
and bring along an overhead or two of preliminary data that will demonstrate the
feasibility of your plan. Show that you are familiar with the details of any new tech-
niques you may need to master. Be sure to convey to your audience why the work
is important and how you can make a difference to the field.

Expect to be interrupted. The chalk talk is a chance to show that you can think on
your feet and that you will be an interactive research colleague.

Meeting Potential Colleagues

Meeting other faculty members. Typically, part of the interview process will
include one-on-one conversations with members of the department. It is important
to show interest in their work and ask lots of questions. Remember that faculty
members are looking for a colleague who will benefit their own work, as well as
someone who is a good scientist. In addition, assume that you will be taken out to
dinner by some of the faculty. This is a chance for them to evaluate you as a future
colleague and for you to determine whether you would enjoy working with them.
Be yourself during these events.

Meeting with students, postdocs, residents, or other trainees. This is essential
for someone who expects to conduct research in any department. A candidate
should be concerned if a department doesn’t offer ample opportunities (over lunch
or in the lab) to meet with students and postdocs in the absence of faculty.

66

When you're talking to the faculty, its important to appear inter-
ested in everybody’s work. You don't have to be an expert on the
topic. If you know something abont it, its good to chime in with a
suggestion or a question. If you're clueless, it’s fine to say, “This is
really fascinating, but conld you give me a bit more background?”
It also very important to give a dynamite seminar so that the
peaple who didn’t get a chance to meet with you privately will have
a chance to hear abont your work, how yon express yourself, and
what kind of a context you put your research in.

—Thomas Cech, HHMI
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Concluding Your Visit

Typically, your visit will conclude with a conversation with the chair of the search
committee, in which you might expect to learn when a decision will be reached. As
soon as you return home, write a formal letter addressed to the chair of the com-
mittee, thanking everyone for their hospitality and reiterating your interest in the
position. If during your one-on-one interviews, you have promised to share data,
be sure to follow up on your commitment. Now it’s time to play the waiting game
because the committee will undoubtedly be charged with arranging interviews for
several candidates.

Be sure to inform the search committee chair if you decide to take another job

before the committee extends an offer to you or if for some other reason you
decide to withdraw your candidacy.

NEGOTIATING YOUR POSITION

The chair of the search committee or the department chair has given you a tenta-
tive offer or at least let you know that you are the top candidate. You are now in a
position of maximum strength for obtaining what you want. The search
committee has invested time and effort in choosing you, and the last thing its
members want is to come up empty or to have to start over. They have decided
they want you and will be disappointed if you don’t come, and they want you to
be happy once you are on board.

Evaluating the Offer

Before making a decision, you will need to find out as much information as possi-
ble about the position. If you are not satisfied with some aspects of the offer, try
to negotiate better terms. You will have to do the following:

© Learn the details of the offer.

@ Reread the list of priorities you made at the outset of your search to evalu-
ate how the job stacks up against that list.

@ Calculate precisely what you are worth in salary and other benefits to deter-
mine whether the offer measures up. For example, can you afford to live in
the community? Does the institution provide housing allowances or low-
interest loans to help?

©  Enumerate in detail the other resources you believe you need to succeed in
y Y
your scientific career (decide what is absolutely necessary and what you can
live without). In some cases, it may be satisfactory for the department to
> y y p
guarantee you access to shared equipment, rather than buying you your
own.

@ Make your wishes known to the institution representatives and engage
them in the process of negotiating with you.

16
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¢

Get everything spelled out in writing.

4

For physicians in clinical departments, make sure the offer indicates the
extent of clinical duties and clinical support (such as the availability of nurs-
ing staff and assistants to take telephone messages and refill prescriptions).

The search committee is your natural source for basic information about the terms
of the appointment and about university-wide benefits and policies. Ask for a copy
of the university’s faculty handbook and any other personnel policy manuals. Read
them over thoroughly, check them against the recommended standards of the
American Association of University Professors (AAUP), and prepare a list of ques-
tions for the committee.

66

It is zmportant to start thinking about the tenure process at the
point of interviewing and negotiating for the right job. Ask
what the rate of tenure is for the junior faculty at the institu-
tions you are considering, what the general process is, pitfalls,
and so on. Remember that the purpose of being an assistant
professor is to become an associate professor, so make sure you
edncate yourself about what to expect before you matke your
choice.

—Matthew Redinbo, University of North
Carolina—Chapel Hill

29

You may need to do some homework to rule out problems that may not be
revealed in response to direct questions or that you simply cannot ask the search
committee about. For example, it would be helpful to know whether the depart-
ment has experienced internal personal conflicts recently, whether the university
has financial problems, whether the chair is retiring or stepping down soon, and
whether key faculty members are about to leave or retire. You also want to know
whether people who have worked in the department have been happy, well sup-
ported, and successful. Use the grapevine: Call people you met during your inter-
view visit, and talk with postdocs or others recently affiliated with your potential
department and institution. Be discreet, but be straightforward. You don’t want to
be surprised.

When you are contacted with an offer, you might be asked for a second interview.
This time, you will be able to ask more detailed questions about the position. You
might also visit the human resources office, talk with key people in your prospec-
tive department, and have a preliminary look at available housing. A second inter-
view visit is an excellent time to start the discussion about what you will need in
terms of laboratory space, materials and equipment, and staff.

17
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What You Need to Find Out

Here are some of the details that you will need to ask about.

The appointment. You need to know the following:

€ Your job title and what it means

@ The length of your initial contract

©  The terms under which the contract will be renewed

Question: What if I'm offered an appointment to
more than one department!?

Answer: Insist on clarification in writing of where
your “tenure home” will be, what the performance
criteria for tenure will be, who will be making the
tenure decision, the percentage of your salary paid
by each department, where your office will be locat-
ed, what your teaching responsibilities will be, and
who will serve as your mentor. Seek advice from
others who have worked in similar situations. For
example, one experienced academic scientist cau-
tions against accepting an appointment that is split
50-50 between departments.

Verify that you are indeed being offered a
full-time tenure-track position. For example,
several California schools have offered
positions that appear to be full time yet are
only half time or less than full time as far
as a state-sponsored faculty position is con-
cerned. In these cases, a faculty member is
expected to rely on other funds for a signif-
icant part of salary and other support. You
also need to find out about the process for
obtaining tenure (see chapter 2,
“Understanding University Structure and
Planning for Tenure”). Research faculty
appointments are often “at-will” appoint-
ments, offering no tenure protection if, for
example, the position is eliminated or grant
funding is lost.

The salary. You need to pin down the following:

@ The amount of your base pay (this will determine the level of other bene-

fits and future raises)

©  Whether the salary is guaranteed, and, if so, for how long—in other words,
you need to know whether part of your salary and other support must
eventually be obtained from research grants or other nondepartmental or

institutional sources

66

If you have a dual appointment, it’s important to clarify which
department will be paying the bulk of your salary, because that
department will have the biggest right to your time. For ex-
ample, if your secondary department wants you to increase your
teaching load, yon conld request that they negotiate with your
primary department to reduce the teaching load there in
exchange for picking up more of your salary.

—Milton Datta, Emory University School of Medicine

9
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*

The department’s history of salary increases

@  Whether you will be paid on a 9-month or 12-month basis (if you are paid
on a 9-month basis, find out whether your paychecks can be prorated over
12 months)

@ If paid on a 9-month basis, does the institution allow you to pay yourself a
summer salary from a research grant? Is there an institutional pool of
money that will provide a summer salary for a year or two until you can
obtain grant funding?

@ Your institution’s policies on outside consulting, including how much con-
sulting is permitted, what approvals are required, and what limitations apply

Knowing what you are worth. There are many sources of information that you
can use to evaluate your starting salary (see figure 1.1). Salaries differ widely
depending on degree, geographic location, type of institution (public versus pri-
vate), and scientific discipline. To evaluate the salary offered, you need comparative
information on starting faculty salaries at the institution offering you the job and in
your field elsewhere as well as on costs of living,

Figure 1.1.
University Faculty Appointments, 2004-2005%
starting
salaries and
start-up Ph.D.s (n = 21)
packages for
junior faculty Average |2-month salary $92,632 ($73,000-$135,000)
ho recei
who received Median 12-month salary $89,333
Burroughs
Wellcome Average start-up package (less salary) $506,392
Trust Career
Awatrds in Median start-up package (less salary) $675,000
Biomedical
Sciences Physician-Scientists (n = 1 1)
(CABS) and
began faculty Average 12-month salary $127,315 ($93,000-$155,000)
positions as
tenure-track Median |2-month salary $125,500
assistant pro-
fessors in U.S Average start-up package (less salary) $441,245
niversities.
v Median start-up package (less salary) $480,000
*These data were obtained from accepted offers received by CABS awardees who moved from
postdoctoral to tenure-track assistant professor faculty positions. The positions ranged across the
basic biomedical sciences, public and private institutions, and U.S. geographic areas. Although the
sample size is small, the data are consistent with those obtained from CABS awardees who have
received faculty appointments since 1996.
Source: Rolly L. Simpson, BWF.
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Try the following resources:

@ The AAUP publishes an annual salary survey in the March-April issue of
Academe (http:[lwww.aaup.org).

@ The American Chemical Society publishes a detailed annual salary survey,
with data broken down by employment sector, geographic region, and pro-
fessional specialty, in the magazine Chemical & Engineering News

(http://pubs.acs.org).

@ The Association of American Medical Colleges publishes an annual salary
survey that contains data for professors at U.S. medical schools

(http:/lwww.aamc.org).

Other forms of compensation. Get the details of the following:

@ Health coverage, life insurance, disability insurance, and retirement benefits

@ Other family-related benefits, such as tuition support for family members
and access to university recreational facilities

©®  Whether moving expenses will be paid

@ Availability of a housing subsidy or at least assistance in obtaining housing

Start-up package. Find out what resources the university will make available to
support your research until you can obtain grant support. Specifically, ask about

Hard Money Versus Soft Money

Hard money refers to any guaranteed funds that
you receive from the university where you are
employed. When you are offered a faculty position,
you typically receive salary and start-up funds—hard
money—to cover the costs of starting your labora-
tory during the first one or two years of your
employment. After the start-up period ends, you
may continue to receive hard money support for at
least a portion of your salary and perhaps for a
technician’s salary. However, you will also need to
obtain grant support (soft money) to pay for your
research and, at some universities, all or part of
your salary as well. Soft money therefore refers to
funds that you receive from grants—for which you
will most likely have to compete.

office and lab space, equipment, computers
and software, a technician and other support
staff, the principal investigator’s contributions
to graduate student stipends, help in obtain-
ing grants, and support for travel to confer-
ences and meetings.

Service within the university. Ask how
many committees and other projects you will
be expected to become involved with.

Teaching responsibilities. Although
rewarding, teaching can be the most time-
consuming activity for new faculty. You will
want a clear statement about the following:

®  Your teaching load (the number of
classes each term, typical enrollments,
and levels and types of students)

©  Teaching-related responsibilities (office
hours, direction of student theses,
advising students)
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Teaching-related responsibilities if you have an appointment in two differ-
ent departments or if you will be a member of one or more departmental

graduate faculty groups or of an interdepartmental graduate program

Ask for a reduction in teaching responsibilities if your appointment involves
heavy service responsibilities or if the position entails an appointment in two
departments.

Protected research time. Now is the time to maximize and codify in writing how

much protected time you will have for research. You need to clarify as much as
possible expectations and decrease, if necessary, the number of other obligations
you have. Once you have signed a contract, it will be hard to make changes.

Negotiating Protected Research Time

If you are a physician-scientist, you will probably be expected to spend some time in income-generating
patient care. Be sure this requirement does not engulf your research time.You should negotiate a writ-
ten promise of a fixed percentage of protected time you will have for research—that is, a time when you
are not on call and are not responsible for seeing or following up on patients (although it might include
time for teaching or for administrative duties). In addition to being given a percentage of protected
research time, you may also want to ask for a concrete definition of your clinical obligations (e.g.,a half-
day per week in the clinic or two weeks per year rounding on the inpatient service). The way the split
between patient care and research is implemented differs from institution to institution and from depart-
ment to department. For instance, individuals with a 50-50 split might have one month of clinical duty,
followed by one month of research time, or attend to clinical duties mornings and laboratory work
afternoons, or vice versa.While in theory it is possible to set up these parameters, they may play out dif-
ferently in reality. You can’t necessarily stop treating a critical care patient because you have switched
back to a research month, and patient test outcomes and pathology reports will trickle in past the clini-
cal month’s end date. If you want to be assessed primarily on the quality of your research work, you
should try to craft clinical responsibilities that require the least amount of follow-up, such as inpatient
rounding.

“Buying Out” of Clinical Time

If you secure additional funds for your department, it is possible for you to be released from some or all
of your clinical duties. However, if you request a reduction of 20 to 25 percent in your clinical duties, for
example, because you have secured an ROI grant from the National Institutes of Health, someone else in
the department will have to take on those obligations. Is there a new hire who can do that? Or a physi-
cian-scientist who is planning to close down or scale back his or her lab! If no one can take over your
clinical duties, then no matter what the division or department chair thinks of the idea or what promises
were made during the job negotiation process, you will not receive the additional protected time.You will
need to find out what the funding situation is at your medical school or academic health center to deter-
mine whether buying out is an option.You need to have these discussions prior to entering into the con-
tract and to get the commitments secured in writing.
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66

The issue of protected research time—not the compensation pack-
age and lab space—is the single most important negotiating point
[for junior faculty. If the institution is not willing to specify a time
Split in writing, you should worry.

—Todd Golub, HHMI and Dana-Farber Cancer
Institute

Getting What You Need and Want

How to negotiate. Present your requests clearly. Make a list of what you really
need and explain why to the person in charge of your recruitment. Indicate any
equipment you would be willing to share. Your recruiter can use this information as
your advocate in requests to the relevant deans who provide the actual recruitment
dollars. Don’t decide between departments based on offered dollar amounts and
don’t pad your requests. But do be sure that you will be able to do the research that
you hope to do.

When the institution responds and you begin to discuss the terms of employment, be
prepared to make trade-offs. Knowing what is essential to you is crucial at this time.

The offer letter. The fruits of your negotiations should be reflected in an official
letter from the institution offering you a job. Work with the institution to craft as
comprehensive a letter as possible. The letter is usually your contract, so take it seri-
ously. In addition to the basics (e.g,, title, salary, and research support), the letter
should detail the timing, schedule, process, and requirements for tenure.

66

1 zel] all of my postdocs who are negotiating for faculty posi-
tions: Once you sign on the dotted line, don't count on getting
anything you haven't already been promised, no matter how rea-
sonable it might seem.

—Thomas Cech, HHMI

%
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Medical Center Career Tracks

In general, a faculty member in a basic science department in a medical center holds a tenure-track
appointment, with responsibilities for research, teaching, and service. Such appointments are regarded as
the most stable types of academic appointments because the institution assumes some obligation for
salary and other types of support. However, in some departments, there may be faculty appointments
that are not on the tenure track. For these individuals, the primary responsibility is research, with limited
responsibilities in teaching and service. In this case, the faculty member may be entirely responsible for
raising funds for his or her salary and for all other expenses needed for scientific research. Such appoint-
ments are generally given for a limited period, subject to renewal at the discretion of the department
chair.

There are many different types of faculty appointments in clinical departments, such as medicine, pedi-
atrics, or pathology. For example, in some schools, these are divided into three types of appointments:
(traditional) tenure track, medical-clinical track, and clinician-educator track.The availability of different
tracks provides faculty members the opportunity to choose how they want to be evaluated, for both
tenure-track and nontenure positions. The tracks usually require different degrees of effort in the areas
of clinical care and research, and accommodate individual and team effort differently. They also require
and reward various degrees of scholarly work; for example, a full-time clinician is not expected to pub-
lish as much as a tenure-track researcher. In addition, whereas teaching and administration may be
expected in every track, they may be recognized as more important in some than in others.You should
research the track system at your school and ask questions during the interview specifically about the
track you should be on.

Handling Multiple Offers

Multiple offers are gratifying, but they make life complicated. The important thing

is to deal honorably. The following rules apply:

@ Keep all parties informed of the status of your other applications.

@ Use your leverage to ask an institution to match an offer but only if you
intend to accept the offer.

@ Be prompt to refuse, so that other candidates may be considered for a job

you don’t want. Keep in mind, however, that it can be risky to decline all

your other offers before you’ve accepted your first choice in writing. There
have been cases when firm verbal offers have been withdrawn because of a

university-wide hiring freeze.

@ Ask for an extension of a deadline if you need to, but don’t miss a
deadline.

After reading this chapter you should feel better prepared to tackle your job search

and decide which offer to accept. To help you in the decision process, discuss all

the pros and cons with those you trust. Once you have made a decision, sleep on it.

When it is finalized, don’t look back.
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Chapter 2

UNDERSTANDING
UNIVERSITY STRUCTURE AND
PLANNING FORTENURE

You have no doubt spent many years in academic institutions and are familiar with
their overall structure. But now, as a tenure-track faculty member, you are entering
into a new set of relationships with your professional colleagues. Perhaps for the first
time, you will have to deal with many of the university’s administrative offices to ful-
fill professional responsibilities apart from those associated with your laboratory
research.

As a young faculty member you will need to

®  Get to know people who will support your scholarly efforts, including the
faculty affairs dean, the department chair, department and college business
personnel, research infrastructure personnel, and more established faculty
members who can serve as mentors.

@  Understand faculty governance, including the faculty senate and university
committees.

©®  Know about research infrastructure, including research support setvices,
indirect costs, institutional review boards, and conflicts of intetest.

¢ Find out what are the expectations for beginning, independent investigators
with regard to teaching, advising, service, and scholarship.

This chapter provides you with a starting point for obtaining this type of knowledge.
It begins with an overview of the “typical” structure of a research university and an
academic health center, as well as the resources available to a beginning investigator.
It also discusses the professional responsibilities of academic faculty outside the labo-
ratory, including teaching and service and, in the case of physician-scientists, patient
care. Finally, it will give you some insights into how decisions about tenure are made
at a university and how you can prepare for this milestone.
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ORGANIZATION OF A “TYPICAL” UNIVERSITY

Figure 2.1.
Annual
revenue

sources at

a typical

university

Although the major goal of U.S. universities is the advancement and dissemina-
tion of knowledge, universities also need funding to support their activities. A uni-
versity must seek revenue from a variety of sources (see figure 2.1), and more and
more, faculty members are encouraged to generate income. You will need to make
your research program either self-supporting or demonstrably worth its cost in
some other way.

Most U.S. research universities have roughly similar organizational and reporting
structures. The titles of the executive officials may vary, but their functions are gen-
erally the same. The organization of a university’s administrative staff and its
methods of operation reflect a strong tradition of faculty dominance.

University-Wide Responsibility

©  Board of trustees or board of regents: The university’s highest authority, this gov-
erning board is composed of academic, business, and community leaders who
hold appointed or elected positions with specific terms. The board meets
regularly to review all major policy, financial, and management decisions,
including decisions about faculty appointments, promotions, and tenure.

©  President or chancellor: (Note: For this discussion, “president” is interchange-
able with “chancellor.” In some state university systems, the president
oversees and coordinates the activities of the member universities, and a
chancellor heads each university within that system.) The university’s chief
executive officer, this individual has general oversight of the university’s
academic programs and financial health. He or she is also the university’s
public spokesperson, dealing with “big-picture” issues such as relation-
ships with the legislature and other funding bodies, alumni relations, and
fund-raising;

©  Provost or vice president for academic affairs: As the university’s chief academic
officer, the provost has programmatic and budgetary oversight over all aca-
demic activities. The provost reviews the appointment papers of new faculty
members and receives reports from the promotion and tenure committee.

[l Grants and contracts (30%)
[[] State appropriations (27%)
[ Sales and services (23%)

[l Tuition and fees (10%)

[] Other* (10%)

*Includes individual and

corporate contributions,
interest, and dividends.

Source: Tony G. Waldrop, University of
North Carolina—Chapel Hill.
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The deans of the various colleges report to the provost for academic-relat-
ed matters. In some universities, vice presidents who are involved with aca-
demic affairs (e.g., research, student affairs) also report to the provost.

Viice president for administration and finance: The university’s chief financial offi-
cet, this individual is in charge of the fiscal affairs of the university and
often also oversees diverse functions such as facilities planning and con-
struction, human resources, and campus services (e.g., parking, public
safety, maintenance, and mail service).

Vice president for research: The university’s chief research officer, this individ-
ual oversees grants and contracts, research funding, research centers and
institutes, issues relating to technology transfer (patenting and licensing),
and research-related committees such as Institutional Review Boards (IRBs)
for human subjects research and institutional animal care and use commit-
tees. At some universities, the vice president for research also deals with
scientific ethics issues.

Other vice presidents have responsibility for other areas that may affect the life of
a faculty scientist directly or indirectly. These include the following:

Consult the Faculty Handbook

Your university’s faculty handbook (often available *
online) is an invaluable resource for learning about
the institution’s organization and reporting struc-

©  Vice president for information technology:
This individual oversees the university’s
computer facilities and telephone
systems.

Viice president for health sciences: This indi-
vidual is responsible for the university’s

ture, policies and procedures, and resources to health-related institutions, including the

support your research.

medical center and the other health pro-
tessions schools. (See “Organization of
a “Typical’ Academic Health Center,”

*

page 28.)

Viice president for student affairs: This individual oversees dormitories, recre-
ational facilities, and other necessities of student life and is concerned with
issues of student well-being;

Viice president for development: This individual manages fund-raising, alumni
networks, and university relations.

School- or College-Level Responsibility

*

Dean: All department chairs report to the dean, who is responsible for the
administration of a school or college. A university may have several schools
or colleges. Each college may also have an associate or assistant dean or
both. Not all deans are permanent appointments. For example, associate
dean positions may be renewed annually and the individual typically runs an
active research lab.
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©  Department chair: Each college is likely to have several departments, and in
the sciences, separate scientific programs within each department. The dean
typically appoints the department chair, with input from the tenured faculty,
for a limited time period. Within that time frame, however, the department
chair exercises considerable control over the allocation of resources within
the department, including space, use of support staff, and purchases of
equipment and supplies. The department chair makes teaching assignments
and oversees the evaluation of faculty performance. The departmental pro-
motion and tenure committee makes its recommendations to the depart-
ment chair, who then presents the recommendation to the university-wide
promotion and tenure committee.

As a principal investigator, you will primarily report to your department chair. If you
have an appointment in more than one department, or in a department and in one
of the university’s separate research centers or institutes, you may have to report to
more than one individual. Each department’s interest in your efforts should be
spelled out in your offer letter. Usually, the reporting relationship is a matter of “fol-
lowing the money”’—where your salary comes from is where your reporting respon-
sibilities lie. (See chapter 1, “Obtaining and Negotiating a Faculty Position.”)

66

When a junior faculty member directly or indirectly experiences
discrimination or harassment, he or she needs to go to bis or her
chair and then to the dean. This is critical. Witnesses are not
needed for the dean to have to address allegations.

—Linda Walling, University of California—Riverside

29

ORGANIZATION OF A “TYPICAL”
ACADEMIC HEALTH CENTER

A 1 academic health center within a university is a complex set of institutions, typ-
ically a medical school and hospitals; outpatient centers; and, in many cases, schools
of nursing, pharmacy, and other allied health professions. Because much of the
teaching conducted under the auspices of the medical school actually takes place in
the hospitals and clinics, these organizations should have agreements or under-
standings in place that allow the faculty to appropriately carry out activities, from
teaching to research to the provision of clinical care.

Key academic health center officials include the following:

©  Vice president for health sciences: This individual oversees the entire complex
and reports to the president of the university.
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©  Chief executive officer(s) of the hospital(s) and clinics: These individuals are
responsible for the day-to-day operations of the hospitals and clinics and
report to the vice president for health sciences.

Administrative Structure of the School of Medicine

The administrative structure of a medical school parallels that of the university in
many respects. However, one distinctive feature is that the school is composed of
clinical and basic science departments.

Medical school officials include the following:

@  Dean: The dean’s functions are similar to those of the dean of any other
university college; the only exception is that he or she may also serve as
vice president for health sciences. On administrative matters (e.g,, procure-
ment), the dean of the medical school may report to the vice president for
health sciences. On academic and faculty matters, the dean reports to the
provost. The medical school often also has associate and assistant deans
with specific areas of responsibility.

©  Department chairs: As elsewhere in the university, the chair is the administra-
tive head of the department.

©  Division chiefs: Frequently, large clinical departments in a medical school are
grouped into divisions. In such cases, a scientist may be a division chief
who, in turn, reports to a department chair.

If your appointment is in a basic science department, you report to the department
chair; if your appointment is in a large clinical department, you usually report to
the division chief. It is not uncommon for an investigator to hold a primary
appointment in a clinical department and a secondary appointment in a basic
science department or vice versa. In this case, the investigator reports to the
department in which the primary appointment resides.

PEOPLEYOU SHOULD GET TO KNOW

Asa beginning investigator, you will want to quickly learn which individuals can
affect your career progress. They include

@  Department chairs and division chiefs
@ Full professors within your own department or division

@ Senior physicians (if you are a physician-scientist)

29



Making the Right Moves A Practical Guide to Scientific Management

It’s also a good idea to get acquainted with faculty in your own department and in
other departments whose research interests are complementary to your own. You
may find, for example,

@ Colleagues with whom a research collaboration is possible

@ Colleagues who will have a good understanding of any health and safety
risks associated with your research, and who can advise you about the poli-
cies of the university and safe procedures for controlling research risks

You should also be sure to get to know your departmental business manager and
the other administrators in your department or division. These individuals are gen-
erally very experienced in dealing with matters such as requesting maintenance, put-
chasing, tracking grant expenditures, and a host of other issues that you will not
have time to deal with in detail. These individuals will also be valuable in preserving
stability when inevitable changes such as the retirement of a chair or division chief
take place.

FACULTY GOVERNING BODIES
AND COMMITTEES

Faculty Senate

A representative body of faculty members, sometimes called the faculty senate,
serves as the principal channel of communication between faculty and university
administration. The faculty senate may elect a smaller executive committee to
implement its actions. It can make policy recommendations to the university presi-
dent and appoint faculty to serve on university committees as well as faculty senate
committees. The senate weighs in on the appointment of academic officials and on
performance reviews of these officials. It meets regularly during the year.

University Committees

The faculty accomplishes its work through an array of standing and ad hoc com-
mittees. The names of committees and their mandates vary among universities, but
representative types of standing committees include the following:

©  Promotion and tenure: Reviews recommendations for faculty promotion and
tenure as well as policies and procedures in these areas.

*

Adpissions: Establishes admissions requirements.

©  Academic requirements: Establishes grading systems and graduation require-
ments.

©  Awards: Makes recommendations regarding faculty who should receive spe-
cial awards from the university. Nominations for such awards can be critical
to the development of a junior or senior faculty member’s career.

*

Curricula: Approves new curricula and reviews existing ones.

©  Information technology: Makes recommendations regarding faculty computing
needs and concerns.
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©  Faculty and staff benefits: Makes recommendations on health and life insur-
ance, leave, and retitement.

@ Ethies: Establishes guidelines for appropriate conduct of tresearch. Reviews
cases of unethical conduct by faculty.

©  Human subjects research: Establishes policies for the ethical treatment of
human research subjects and ensures compliance with federal regulations.

4

Long-range planning: Develops a long-range plan for the university.

@ Research: Establishes policies to promote research and distributes university
research funds.

©  Radiation, biological, and chemical safety: Establishes procedures to carry out
institutional policies for complying with regulations governing the use of
hazardous materials in research.

©  Use and care of animals: Establishes policies for the humane treatment of ani-
mals used in research and ensures compliance with federal regulations.

The meeting schedules and workloads of these committees vary considerably.
Generally, committees that have responsibility for case-by-case review of individual
applications or projects are the most labor-intensive. However, the workload of a
policy committee may suddenly expand when it finds itself dealing with a “hot”
issue. (Further discussion of a principal investigator’s priorities with respect to
committee work can be found in the section “Responsibilities Beyond the
Laboratory,” page 35.)

Departmental committees can include standing committees (such as those responsi-
ble for departmental courses and curricula, admission of graduate students, and
selection of residents and fellows) as well as committees created in response to a
particular need (such as the recruitment of a new faculty member).

SUPPORT FACILITIES AND SERVICES

U aiversities provide considerable support to aid faculty in their research, teaching,
and public service. Support includes traditional campuswide resources such as
libraries and media centers, scientific or technical services commonly referred to as
“core facilities,” and administrative offices established to help faculty complete
grant applications and comply with regulatory requirements. As a scientist, you
must know what centralized facilities exist to support you.

You are probably already familiar with the traditional campuswide resources and
core facilities at your institution but may have never dealt with administrative sup-
port services. Listed below are several offices that may prove essential to you as you
get your lab off the ground.
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Regulatory Compliance Office

Regulatory compliance may be handled by the university-wide office of research or a
similar office in your college or by several offices devoted to specific regulatory issues.
Regulatory compliance officers keep track of the licenses and approvals you will need to
comply with federal and state regulations for research. Visit them early to find out about
the following:

@ Requirements for radiation safety if you intend to use radioactive materials. You
may need to attend a training session. You will need to obtain authorization of
the Radiation Safety Committee to procure and possess radioactive materials.

@ Requitements for the possession and use of bloodborne pathogens and other
infectious materials and for recombinant DNA research. You may have to regis-
ter your research with the Institutional Biological Safety Committee or have it
approve your research.

@ Licenses needed for the use of proprietary reagents and matetials and approvals
for stem cell research.

@ Approvals for human subjects research. Your research protocols will need to be
reviewed by an IRB. Because these boards typically meet monthly and the
review process can be long, find out about the requirements early.

@ Requitements for carrying out studies on animals. You will need to have any
research protocols that involve animals reviewed and approved by the
Institutional Animal Care and Use Committee.

@ Requirements for using lasers and chemicals that have a high degree of acute
toxicity and for disposing of hazardous chemical waste. Your institution will
have specific protocols and practices to follow for using lasers and handling haz-
ardous chemicals.

Environmental Health and Safety Office

Beginning investigators share a responsibility for laboratory safety. It is important that
you participate in the health and safety program of your institution by being familiar
with the health and safety guidelines that apply to your research. You should make
sure the members of your research group know the hazards that may be present in
your laboratory, are trained in safe work habits, and know how to deal with any emer-
gency that may arise. Your institution’s environmental health and safety office provides
services that can help you with this responsibility. The office typically offers safety
training programs, technical assistance, regulatory compliance assistance, risk assess-
ments, and services to test the integrity of safety equipment.

Grants and Contracts Office

Staff of this office can tell you about available university financial support and help
you apply for it, and they can provide information about outside funding opportuni-
ties. This office typically approves budgets prior to grant submission and, in some
cases, controls the electronic submission of grants. In addition, this office can help
you ensure that your grant application is in compliance with university policies and
government regulatory requirements and that it has the necessary institutional
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approvals and signatures. Remember to plan ahead; the grants and contracts office
may require a few days to a couple of weeks to turn around your grant. Check with
your institution’s grants and contracts office to find out how soon they need to see
your grant application.

Technology Transfer Office

The Bayh-Dole Act of 1980 gives universities the right to elect ownership of the
inventions made in the course of federally funded research. Your university has
responded to this incentive by establishing a technology transfer office to manage the
patenting and licensing process. (See chapter 11, “Understanding Technology
Transfer.”) Visit the technology transfer office eatly in your career, keep the staff
informed of your research, and let them help you determine whether any discoveries
you make are worth licensing for commercial development. The office will also pro-
vide guidance on record keeping and documentation to protect your lab’s intellectual
property. (See chapter 8, “Data Management and Laboratory Notebooks.”)

Procurement Office

This office manages purchasing for the university, and you may be required to use it
to buy equipment and supplies. The office can negotiate group or bulk discounts. Its
staff is familiar with the full range of vendors and products and can help you
arrange custom purchases. Staff members are also knowledgeable about regulatory
requirements related to the products they buy. They also keep track of payments
and receipt of goods, thereby providing a valuable accounting function for your lab.

Human Resources Office

The human resources office can answer your questions about your own employee
benefits and can help you in your role of supervisor. Before you hire your first
technician or other support staff, visit this office to find out your university’s rules
and policies concerning employing and terminating staff, on-the-job discrimination,
sexual harassment, and performance evaluation of staff. It is very important that
you follow these rules and policies, because they involve matters of federal and state
law. In addition, find out whether there is a union at your institution and whether
any collective-bargaining agreements or union-related rules affect your interactions
with university staff or students. (See chapter 4, “Staffing Your Laboratory.”)

Public Relations Office

The public relations office keeps the world outside informed of the achievements of
the university and its scholars. Its staff maintains contact with the news media and can
help you prepare for an interview, translate your findings into “sound bites,” and learn
how to field questions comfortably.

Development Office

This office in an important administrative branch that faculty are becoming more
involved in. It is responsible for coordinating and generating philanthropic support
for development of the university by seeking money from individuals, including
alumni, companies, trusts, and other organizations. Contacting your college or uni-
versity’s development office will allow special projects to be highlighted in fund-
raising activities.
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Sources of Information on Research Ethics
and Human Subjects Research

Government Agency Web Sites

Office for Human Research Protections, Department of Health and

Human Services (DHHS)

http:/lwww.hhs.gov/ohrp

This office coordinates implementation of federal requirements for the protection of human research
subjects and provides staff support to the secretary’s Advisory Committee on Human Research
Protections.

Office of Research Integrity, DHHS

http://lwww.ori.dhhs.gov

This office promotes integrity in biomedical and behavioral research supported by the U.S. Public Health
Service. It monitors institutional investigations of research conduct and facilitates the responsible con-
duct of research through educational, preventive, and regulatory activities.

National Institutes of Health Stem Cell Research

http://www.ninds.nih.gov/stemcells

This site includes policies and requirements for research on human stem cells and guidance for investiga-
tors and IRBs.

U.S. Food and Drug Administration (FDA): Guidance for Institutional Review Boards and
Clinical Investigators, 1998 Update
http:/Iwww.fda.gov/oc/ohrtl/irbs

This site gives the FDA’s current guidance on the protection of human subjects of research.

Private-Sector Web Sites

Association for the Accreditation of Human Research Protection Programs
http:/lwww.aahrpp.org

This association sponsors an accreditation program for institutions that engage in human
subjects research.

National Reference Center for Bioethics Literature

http://bioethics.georgetown.edu

The center provides a free reference service to the public, free bioethics database services, a Syllabus
Exchange Clearinghouse for educators, annotated bibliographies, and other services to facilitate the
study and teaching of bioethics. Staff at the center compile the Bibliography of Bioethics, an annual listing of
3,000 to 4,000 citations.

Public Responsibility in Medicine and Research

http:/lwww.primr.org

This organization-promotes-the consistent-application-of-ethical-precepts-in-both-medicine
and research.

Responsible Conduct of Research

http://rcr.ucsd.edu

This site is sponsored by the University of California—San Diego and is funded by the National Institutes
of Health Office of Research Integrity, the Department of Energy, and the DHHS Office for Human
Research Protections. It includes educational materials for research ethics.
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RESPONSIBILITIES BEYOND
THE LABORATORY

Your roles as a faculty member form a triad of research, teaching, and service. As
a scientist at a major university, you will focus principally on research. However,
teaching and directing the research of students and postdocs will also be important
and gratifying aspects of your activities. Your service responsibility to the university
will occur mostly through service on committees. This, too, can be personally and
professionally rewarding. If you are a physician, you may also serve the university
through your patient-care activities.

Teaching

As a new faculty member, you may find juggling your teaching and research
responsibilities to be a bit overwhelming at first. It’s a good idea to remind yourself
of the value of what you are doing—conveying knowledge and an appreciation of
science to young people and possibly inspiring some of your students to pursue
their own science careers. (See chapter 13, “Teaching and Course Design.”)

To have time to get your laboratory operations under way, you may wish to negoti-
ate a lighter teaching load during your first year as a faculty member. Other circum-
stances may also make it necessary to reduce your teaching load, for example, if
your department has given you a heavy responsibility in another area or if you have
family or personal problems. Talk to your department head about the options that
may be available to you.

No matter when your teaching duties begin, take the time to prepare for them.
Work up your lectures, take any “how to teach” courses that are offered on campus,
and, if you can, sit in on your colleagues’ lectures.

Also bear in mind that teaching gives you an opportunity to meet students who in
the long run may be interested in research in your laboratory. At many schools,

66

At the same time 1 was building my research group, I was also
teaching. 1t took about 10 years before I found real joy in teach-
ing. But even in the very early years, I noticed that teaching was
a tremendous stabilizing feature for my life—uvery unlike
research, which can be disconuraging. With research, there are
times when you feel as though you've lost ground and you know
less than you did the week before. Whereas teaching is niuch
more steady—yon put in a certain nunber of honrs of work
and something good comes of it. So, 1 think the combination of
a teaching and a research career is a nice one in that teaching
can fill out the dips that are the normal part of doing research.

—Thomas Cech, HHMI
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younger faculty members often vie with senior faculty for the opportunity to teach
courses to “undeclared” graduate students. Learning how to teach effectively means
that you may have more opportunities to interact with undergraduate or graduate
students in your department and in others. (For a discussion of balancing teaching
and research responsibilities, see chapter 6, “Time Management.”)

Committee Work

You will be expected to participate in one or more committees, and your contribu-
tions will be evaluated as a component of your service requirement for tenure.
Although you should take this responsibility seriously, you also need to be judicious
in your choice of assighments. Some committees—especially those that review
individual research protocols or applications (e.g., IRBs for human subjects research
or admissions committees)—are very labor-intensive. Others may deal with politi-
cally sensitive matters that may be difficult for a new professor. For example, you
might not want to be on a curriculum committee if a controversial restructuring is
under way and your department has a stake in the outcome. Such an assignment
would be best left to a more senior colleague. Other committees may deal with
matters irrelevant to your concerns as a scientist. So, before you accept a commit-
tee assignment, ask for a detailed description of what will be expected of you in
terms of time commitment and the nature of the decisions to be made.

Many committees, however, do give you a decent return on your time investment.

Serving on a faculty search committee may give you a voice in deciding who a new
colleague will be. You might also want to be on a committee that puts together a

66

At the assistant professor level, you are expected to be setting up
your research program and keeping your head down. Being on a
high-profile committee can bring you quick visibility, but it can
also make you powerful eneniies.

—NMilton Datta, Emory University School of
Medicine

Engagement in the university is critical, but excessive adminis-
trative responsibilities can be harmful to research and teaching
quality. Most pretennre faculty are involved in department-based
committees or committees involving interdisciplinary graduate stu-
dent training. College-, university-, and systenmwide committees
are more time-consuming and should not be emphasized until
later stages of their careers. Learn to know when to say no!

—Linda Walling, University of California—Riverside

9
O
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seminar program or scientific meeting, This will give you a chance to invite your
former colleagues, leaders in your field, and new people with whom you may want
to network. Work on an admissions committee for graduate students might be
worthwhile because it will introduce you to graduate students who could work in
your lab. However, work on committees responsible for the admission of medical
students can be intensive and time-consuming, and the chances of significant
future interactions with medical students (except M.D./Ph.D. students) ate less.

A good strategy is to try to get on a committee where your expertise will be useful
but where you will not be overburdened. Ask your department chair and mentors
for advice on balancing committee work with your other obligations in the pre-
tenure years.

Complying with Guidelines for Human Subjects Protection
If your research makes use of human subjects, you must meet the requirements of
the IRB with respect to protection of patients’ rights and well-being. Your research
must be designed to be compatible with the IRB guidelines. In addition, you must
obtain and document patient consent, comply with rules for protecting the privacy
of patient information, and obtain the IRB’s approval before you begin your
research.

You may be required to maintain data on your research processes and outcomes for
the IRB’s inspection. All of this may slow your progress, but failure to comply can
shut down your research program. Because obtaining IRB approval can take a long
time, find out whether it is possible to apply before you begin your faculty appoint-
ment.

THE SCIENTIFIC INVESTIGATOR AND THE
OUTSIDE WORLD

Asa university-based scientist, you owe allegiance to several constituencies: to the
university that supports you, to your profession, and to the general public that
stands to benefit from your research. It is absolutely necessary, and possible, to
keep these loyalties in harmony.

To keep your outside activities appropriate, you need to be aware of the university’s
rules and expectations with regard to

@ Service in professional associations

@ Conflict of interest and conflict of commitment, including limits on con-
sulting activities

@ Relationships with the news media and with government and political

agencies

Consulting

As your career develops, you may find opportunities to consult with commercial
entities such as biotechnology and pharmaceutical companies. Both you and your
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home institution stand to benefit from relationships that extend your reputation,
add to your knowledge and skills, and may result in practical applications of your
discoveries. In addition, you may welcome the added income. Remember, however,
that the university, as your employer, has primary claim on your labor and
allegiance.

Many universities have developed explicit guidelines limiting the extent of a faculty
member’s work with other agents. It is critical that you know your institution’s poli-
cies regarding your work outside the scope of university employment and your rela-
tionships with outside parties. Your institution should have a clear set of guidelines
for these types of activities, and you may be required to report on them regularly.
(Additional information on consulting can be found in chapter 11, “Understanding
Technology Transfer.”)

Public Service

An academic appointment carries with it a public service obligation. As your career
progresses, you may be called on to participate on commissions or testify before
government bodies on the meaning of your work or on its ethical or public policy
implications.

Treat these invitations as a serious responsibility and, as you would with contacts
with the press, stay close to the university public relations office. Remember, any-
thing you say in public will reflect on your institution. It is easy to be misunder-
stood or quoted out of context.

You may also have opportunities to participate in public education—at science

fairs, high school assemblies, or other community events. These opportunities can
be both enjoyable and rewarding,

PLANNING FOR PROMOTION AND TENURE

You are more likely to succeed if you understand from the start how the decision
regarding tenure and promotion is made at the institution you are joining. You can
then start planning your strategy accordingly.

Criteria for Tenure

The official criteria for tenure form a “three-legged stool.” You will be judged on
your research, teaching, and service to the university, your profession, and the pub-
lic. Whether or not these criteria have been spelled out in detail, the following
expectations are typical.

Research. Your research must be of a quality and quantity that contribute substan-
tially to your scientific discipline. Publication in peer-reviewed journals in your
specialty and statements from individuals in your field who can testify to the quality
of your research are the principal pieces of evidence showing that you meet this
standard. Publications in scientific magazines that reach a wider audience give you
additional credit. Substantial, ongoing research grant support is required; for
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example, some institutions require that you have at least one NIH RO1 grant.
Additional evidence includes prizes and other recognitions of your work as well as
invitations to present your work at conferences.

Teaching. You must have evidence that you are a competent teacher and that you
tulfill your responsibilities to your students in a conscientious manner. Teaching is
notoriously difficult to evaluate, but your department should have mechanisms to
do so. Colleagues in your department may be assigned to supervise your teaching
and offer guidance. Students’ evaluations are another piece of evidence of your
competence and rapport with your students. You may also be asked to report on
your own teaching activities.

Service. You must demonstrate that you are willing to work for the betterment of
the university, your profession, and the public at large. Service on departmental and
other campus committees, on research ethics boards, on editorial boards of jour-
nals, and on grant study sections demonstrates your willingness to assume your
share of responsibility. Invitations to serve on editorial boards and study sections
also demonstrate scientific recognition outside of your institution. Work for profes-
sional associations and work as a consultant to government and industry also count
as service.

The weight that will be given to each area by your tenure committee will depend on
the mission of your institution and your department. In a premier research depart-
ment or institution, research is primary, and it is the progress of your particular
program that counts the most.

66

You build a research group by being in the lab as much as pos-
sible. The assistant professors who don't get tenure are the ones

who spend all of their time in the office instead of in the lab.

—Thomas Cech, HHMI

The legs on the three-legged tenure stool have different thickness-
es, with the research leg being considerably more substantial than
the teaching and service legs. The second two have to be there or
the stool topples, but its impractical to think they carry the
same weight as the research component.

—Matthew Redinbo, University of North
Carolina—Chapel Hill

39



Making the Right Moves A Practical Guide to Scientific Management

The Review Process

The review processes for promotion from assistant to associate professor and
tenure are intertwined. Tenure review entails a series of yes-or-no decisions by
committees established at the department, school, college, and campus or university
levels. The decision of the university-wide committee must be ratified by the presi-
dent or provost of the university and governing board of the institution.

Universities vary as to whether the tenure process is open or closed—that is,
whether you and anyone else will have access to the file containing the evidence for
tenure and the record of the committees’ deliberations. Regardless, a candidate usu-
ally has an opportunity to appeal a negative decision.

The process unfolds roughly as follows:

@ During your second or third year of employment, your department chair
creates your promotion and tenure dossier (see below for details about
what it should contain).

@ Before the end of your third year, the tenured faculty within your depart-
ment vote on whether to recommend your reappointment for another
three years.

@ After the vote, your department chair meets with you to discuss any prob-
lems that may hinder your future prospects.

@ During your fifth and sixth years, letters are solicited from both internal
and external experts in your area and comments are solicited from your
current and former trainees. At some institutions this may include solicita-
tion of outside letters inquiring about your progress.

@ The tenured faculty in your department review the materials and vote on
whether you should receive tenure.

@ If the department votes in your favor, your tenure dossier goes forward to
the college’s or university’s appointments and promotions committee. Your
department chair goes before this committee to discuss your qualifications.

@ If this committee’s decision is favorable, the package is sent to a university-
level ad hoc or standing committee. The package is then sent to the
provost and university president (or chancellor) and then on to the govern-

ing board for final approval.

Your Tenure Dossier

You should have the opportunity to contribute to your dossier. It should include
the following:

@ Your personal and professional history—essentially an extended CV detail-
ing your education; academic positions and other professional employment;
honors, prizes, and achievements; invited lectures and conference presenta-
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tions; offices in professional societies; editorships of journals and other
learned publications; grants received; and service on study sections

*

A list of your publications and other creative works

¢

A summary of your teaching activities, including courses you have taught,
other contributions to the university’s instructional program, the results of
students’ evaluations, and your own report of your teaching activities

@ Details about the work and subsequent placement of graduate students
supervised

@ A description of your internal and external service to the university, your
profession, and the public

@ A statement of your research goals and accomplishments, expressed so
that members of a campuswide tenure and promotion committee can
appreciate the importance of your work

@ Letters from outside reviewers, who should be leading experts in your field
and aware of your work (you may be asked to suggest several of these sci-
entists)

Nothing is too trivial. If you were recognized in some way,
make sure it appears in your dossier.

—Tony Waldrop, University of North Carolina—
Chapel Hill

On the clinical side, it comes down to billable time—1the clinical
honrs you work. The physician-scientist must find a department
chair who's supportive of bis research and communicates this to
others in the department and institution.

—Milton Datta, Emory University School of
Medicine

2

Time Frame for Progress Along the Tenure Track

The exact time frame for tenure and promotion has been established by your insti-
tution. In general, if you are appointed as an assistant professor, you can expect to
be considered for advancement within about six years. Set specific, achievable
objectives right at the outset of your career, with timelines that tell you what you
need to accomplish each year. The whole process will seem more manageable, and
you will be able to make realistic career decisions based on your progress.
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Year 1. You should

@ Set up your lab as soon as possible. Tty to remodel your lab space, order
equipment, and hire technicians before you arrive. If; after you arrive, you

encounter problems, you may need to revise your tenure schedule.

4

Learn your institution’s ground rules for tenure.

@ Ask for a faculty mentor if you are not automatically matched with one.
You need someone who is effective in helping you wade through depart-
ment politics and protocol. You may need an unofficial mentor if the offi-
cial one disappoints you. In this case, be tactful.

@ Get to work. If appropriate, write up your postdoctoral research and sub-

mit it to a journal.

©®  Accept committee responsibilities, but avoid becoming bogged down.
Think carefully about the workload of any committee you are asked to join.

You also need to consider the nature of the work. Some committees may

be too politically sensitive to be of much use so eatly in your career. (See

chapter 0, “Time Management.”) In general, it is a good idea to ask your
mentor before accepting to sit on any committee.

¢ Enter the “grantsmanship” game. You may want to start by applying for
small grants (85,000 to $25,000) from your own institution or from other
sources to test the waters as you begin work on your major RO1 grant

submission.

Year 2. You should

@ Tty to publish the research you did in your first year.

@ Apply to NIH or the National Science Foundation for a basic research
grant. (See chapter 9, “Getting Funded.”) Ask your mentor and other col-
leagues to review your proposal.

Question: What do | need to do every year to help
me attain tenure!

Answer: Update your CV, network with profes-
sional colleagues, and keep in close touch with your
department chair and your mentors to evaluate your
progress. Keep a “living document” of your accom-
plishments, activities, honors, and so on, so that you
won’t forget relatively small things, such as a poster
presented by a student, or a short-lived but impor-
tant committee that you served on. Having such a
document will make assembling your tenure dossier
much easier. In addition to these ongoing tasks,
review your objectives and update them if necessary.

*

Teach with the tenure review process in
mind. Have your chair, mentor, and
other colleagues observe your teaching.
Be sure your students fill out the evalua-
tion forms at the end of each course.
You may want to create your own sim-
ple essay-type evaluation form for your
students as well as the trainees and
other personnel who work in your lab.
You want their feedback. (See chapter
13, “Teaching and Course Design.”)
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66

I advise clinician-scientists who do basic science to develop a
“Clinical niche.” To the extent possible, they should focus on a
clinical problem that has some relationship to their scientific
work. For the purpose of tenure evaluation, this is advanta-
geous becanse it helps others define yon and to understand and
describe what you do. For the purpose of time management, it
takes yon away from general medical care, which is extremely
time-consuming. Having a stable of patients with a very nar-
row set of problems is a way of protecting research time. A
generalist-type practice is death to a basic science research career.

—Ann Brown, Duke University School of
Medicine

29

Year 3. This is the year the tenured faculty will vote on your reappointment. You
should have been meeting regularly with your department chair to discuss your
progress, so you should have a tenure file that will support your reappointment.

@ Ask your mentors if you are on track for tenure. If not, take stock and
consider adjusting your career goals at this point. If you are not doing well
in a tenure-track position, and if you are a physician and want to stay in
academia, this may be the time to think about moving into a research or
clinical track.

@ Ask your department chair for a checklist of the information to be
included in the file.

@ If your RO1 was not funded, resubmit it and have a plan for backup fund-
ing. (See chapter 9, “Getting Funded.”)

The general rule of “publish a good paper, then get a grant,” is
an appropriate goal for most beginning faculty. Use your start-
up package to get those key results and then get them into the
literature. 1t shows the funding agencies that your group is mov-
ing and being productive, which will enhance your chances to get
those important first grants. Along the same lines, try not to
submit premature grants; it is always better to wait a cycle or
two if possible so that you can show stellar progress.

—NMatthew Redinbo, University of North
Carolina—Chapel Hill
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Years 4, 5, and 6. You should begin to be recognized in your field for your
research. The invitations that come your way to participate on panels or to serve on
review committees are indications of success. If these opportunities are not occur-
ring, take steps to gain exposure, perhaps by suggesting a session on your subspe-
cialty at a national meeting. (See chapter 10, “Getting Published and Increasing
Your Visibility.”)

You need to address any issues that may hinder your bid for tenure. If you have
not obtained funding, this should be your number one priority. Keep up your
research, and continue your efforts to get the results into print.

Clearly, the road to a tenured faculty position is not an easy one. But if you think
strategically—know what you want and need from your job, present yourself and
your research to best advantage to obtain that job, and do what you should do each
year to document your productivity—you will be well on your way to achieving
your goal.

Designing and Equipping Your New Lab

You probably discussed your space and equipment needs during your interview and the negotiation
process. Before you move into your new laboratory, create a detailed plan for how you intend to work
within the space allotted to you.This will help you hit the ground running once you start your position.
The following is a list of things you should do:

*

* 6 O o

*

Envision the relationships between the various workstations, preparation areas, and offices.
Arrange for and help supervise any renovations.

Order equipment and supervise its installation.

Acquire any licenses required by regulatory agencies.

You may need to attend training courses before you can order radioactive or hazardous materi-
als or use animals in your lab; even the use of recombinant DNA needs to be approved.

Put in place data management systems both for control of laboratory ordering and expendi-
tures and for the documentation of your research.

A series of online articles,“The Art of Laboratory Feng Shui,” at Science’s ScienceCareers.org
(http://sciencecareers.sciencemag.org), will take you through these decisions. Another resource is a series of
videos on laboratory safety, produced by HHMI and available at no charge from the Institute’s online
catalog (http://www.hhmi.org/catalog).
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One month inpatient consult
One-month outpatient clinic

Protected time for research
(70-80%)

Guaranteed salary and start-
up funds that include support
for one trainee, one techni-
cian, and a half-time secretary

Secure additional funds
through internal university
grants

Two outpatient clinics per
month

Protected time for research
and salary support (50-70%)

Ability to keep any unused

start-up funds and retain one

trainee, independent of cur-
rent funding

Apply for outside funding
from nonprofit organizations
and the U.S. government

One month inpatient consult

Four to six weeks inpatient
consult

One to two “specialty” out-
patient clinics per month

Secure NIH funding (ROI,
K08, etc.)

Two to three publications per
year in good quality journals
(top 25% of your field)

Teaching

Ten contract hours

per year at medical and grad-
uate schools in a variety of
courses and teaching settings

Offer to organize a graduate

school course (in addition to

continuing the teaching
efforts outlined in years |
and 2)

Direct a medical school
course (40 contract hours)

Teach in a variety of other
courses (5—15 contract hours)

Attending duties (I month
per year)

Community Service

Network with
individuals outside of your
home institution

Review manuscripts

Departmental and university
committees

Network with individuals

outside your home institution

Review manuscripts

Departmental and university
committees

Thesis committees

Medical/scientific advisory
boards for nonprofits

NIH study sections

Write book or review
chapters
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Straddling the Worlds of Research and Patient Care

As a physician-scientist, you can be active in defining your role by pointing out the value you bring to the
department beyond billable hours, such as a scientific perspective on patient care and important training
and mentorship opportunities for students and residents. In fact, the federal funding agencies consider
physician-scientists to be crucial to the translational science involved in moving from the map of the
human genome to strategies for diagnosis and treatment of disease.

You can increase your visibility and security by doing the following:

Creating allies who will stand up and protect you. Cultivate a few people in your field who
think you're terrific.

Making yourself essential by providing an important clinical skill or filling a crucial clinical need.
Other clinicians who know your worth can become your advocates and help protect your
interests. Advocates need not be in your own department, but they should rely on you and your
expertise.

Getting the word out that you’re doing something. Actively communicate progress on your
research with people who matter in your department or division.

RESOURCES

Barker, Kathy. Az the Bench: A Laboratory Navigator. Cold Spring Harbor, NY: Cold
Spring Harbor Laboratory Press, 1998.

Boice, Robert. Advice for New Faculty Members. Nihil Nimus. Boston, MA: Allyn and
Bacon, 2000.

Deneef, A. Leigh, and Craufurd D. Goodwin, eds. The Acadenics Handbook. 2nd ed.
Durham, NC: Duke University Press, 1995.

Goldsmith, John A., John Komlos, and Penny Schine Gold. The Chicago Guide to
Your Academic Career: A Portable Mentor for Scholars from Graduate School Through Tenure.
Chicago, IL: University of Chicago Press, 2001.

Kennedy, Donald. Academic Duty. Cambridge, MA: Harvard University Press, 1997.

Menges, Robert |., and associates. Faculty in New Jobs: A Guide to Settling in, Becoming
Established, and Building Institutional Support. San Francisco, CA: Jossey-Bass, 1999.
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National Academy of Sciences, National Academy of Engineering, and Institute of
Medicine. Committee on Science, Engineering, and Public Policy. On Being a
Scientist: Responsible Conduct in Research. 2nd ed. Washington, DC: National Academy
Press, 1995.

Reis, Richard M. Tomorrow’s Professor: Preparing for Academic Careers in Science and
Engineering. Piscataway, NJ: IEEE Press, 1997.

Schoenfeld, A. Clay, and Robert Magnan. Mentor in a Mannal: Climbing the Academic
Ladder to Tenure. Madison, WI: Atwood Publishing, 1994.

Smelser, Neil. Effective Committee Service. Thousand Oaks, CA: Sage Publications,
1993. Part of the series Survival Skills for Scholars (http://www.sagepub.com).

Whicker, Marcia Lynn, Jennie Jacobs Kronenfeld, and Ruth Ann Strickland. Ge#ting
Tenure. Survival Skills for Scholars, vol. 8. Thousand Oaks, CA: Sage Publications, 1995.
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Chapter 3

LABORATORY LEADERSHIP
IN SCIENCE

The day has finally come when you walk through the door of your own laboratory.
You are the boss! What got you here is your creativity and scientific expertise. But
you quickly realize that the day-to-day operation of the laboratory also requires
strong leadership and management skills.

This chapter describes the skills and competencies involved in leading and managing
a group of people. It also offers some suggestions on how to achieve them. It is
organized in four main sections. The first provides a definition of leadership in the
context of directing a scientific laboratory. The second describes the process for
developing a vision for your laboratory; your main role as a leader will be to organize
and motivate the people in your lab to enact this vision. The third is about different
leadership approaches and how you might proceed in developing your individual
style. The fourth discusses the role of the laboratory leader in building and sustaining
an effective team—that is, how to communicate with the people in your lab, how to
motivate them, how to make decisions and resolve conflicts, and how to set and
enforce expectations and rules of behavior. This chapter is largely based on material
developed by Edward O’Neil, director of the Center for the Health Professions at
the University of California—San Francisco, as well as interviews with scientists with
years of experience running laboratory research programs.

66

If I had one piece of advice to give it’s that although youve been
hired for your scientific skills and research potential, your even-
tual success will depend heavily on your ability to guide, lead,
and empower others to do their best work.

—Thomas Cech, HHMI

2
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YOUR ROLE AS A LABORATORY LEADER

What Is Leadership?

Before getting into the details of your responsibilities as the head of a lab, or prin-
cipal investigator (PI), you need to understand what leadership is. Leadership is get-
ting a group of people to enact a vision of what needs to be accomplished. Thus,
according to O’Neil, leadership starts with a vision, and requires relationships with
others to accomplish tasks.

Leadership = Vision + Relationships + Tasks

Put into practice, this means that the leader has to perform a number of functions,
from coming up with a scientific strategy, to motivating people, to managing

budgets.

Vision. A leader has to create a vision and set the direction for the lab. (See
“Creating Your Vision as a Leader,” page 53.)

Relationships. A leader enables others in the lab to do the work in a unified man-
ner. Thus, a leader has to

¢ Build and manage teams.

Create an environment where people are able to give and receive feedback.
Motivate and support graduate students, postdocs, and technicians.
Delegate responsibility to others when possible.

Make fair decisions and manage conflicts.

Communicate and listen.

® 6 6 ¢ 0 o

Be sensitive to diverse populations and needs (see chapter 5, “Mentoring
and Being Mentored”).

*

Be a mentor to others, as well as seeking his or her own mentors (see chap-
ter 5, “Mentoring and Being Mentored”).

Tasks. A leader also has to manage the activities of lab members. This requires
that the PI understands the core activity that he or she is responsible for directing;
Beyond a basic knowledge of the scientific tools and processes used in the lab, the
PI must also be able to

@ Design projects and determine time frames (see chapter 7, “Project
Management”).

@ Create budgets (see chapter 9, “Getting Funded”).

¢

Write grants and papers (see chapter 9, “Getting Funded”).
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@ Teach courses (see chapter 13, “Teaching and Course Design”).

¢ Juggle many different demands at once (see chapter 6, “Time
Management”).

Leaders and Managers: What Is the Difference?

Although leadership and management are often used interchangeably, they do not
mean the same thing. A leader influences the opinions and attitudes of others to
accomplish a shared goal. A manager, on the other hand, is primarily an administra-
tor, who makes sure that people and processes are in place to achieve the desired
goal. Managers need to be able to plan, budget, organize, and solve problems, to
keep a complicated system of people and technology running smoothly. As head of
a scientific laboratory, you will need to be a leader and a manager.

Developing Leadership Skills

Some of the leadership skills mentioned above, such as developing a vision state-
ment, may come easily to you, whereas others, such as motivating people in your
lab or delegating responsibility, may prove more difficult. “Leadership develop-
ment” is the process of improving your leadership skills. It involves establishing
one or several goals for becoming a better leader and making a plan for achieving
them. Here are some tips on how to go about it.

Choose a behavior that you want to modify. Say that a conflict arises between
two postdocs in the lab; their projects have converged and now they are competing
against each other over who should take charge. You realize that you should be
keeping closer tabs on the experiments being done by everyone in your lab, as well
as on the interactions among people.

Choose a specific goal for changing your behavior. You should choose a goal
that is as specific as possible and state it in clear, measurable terms. For example, a
goal that states “I will be better at communicating with people in the lab” is neither
clear nor easy to assess. You will be more likely to achieve a goal that states “I will
meet weekly with the postdoc who is working on project x to discuss in a direct
and open way progress on the project and any issues that might be affecting the
work.” This way you will be able to tell if you have or have not followed through.

Determine a timeline for completion. You need to have a realistic deadline for
assessing your progress. For example, “In one month, I will know what everyone in
the lab is working on and will have set up scheduled meetings with each person.”

Assess your progress. From the beginning you should have clearly stated the
expected outcomes of your goal, so that you will know if you have achieved them.
The questions you want to be able to answer are

@ How do I know I have been successful?
@ Who are the other people who will notice and be affected?

@ What difference will they notice?

51



Making the Right Moves A Practical Guide to Scientific Management

To know if your plan is effective, you will need to create open channels of feed-
back. This involves asking people in your lab and your colleagues for feedback on
how you measure up against your desired model (see “Giving and Receiving

Feedback,” page 60).

How to Improve Your Leadership Skills

Improving leadership skills is often a process of trial and error, but there are some
more formal ways of going about it.

Find a mentor. To help you define and achieve a specific goal, identify someone
who does what you would like to do. For example, if one of your limitations is
making people feel valued for their work and accomplishments, you may want to
observe how another PI recognizes and rewards the people in his or her lab and
then attempt to model that behavior in your own lab. You will need to practice and
probably modify your behavior to suit your own personality and situation. Similarly,
you probably know colleagues who are good public speakers, cool under pressure,
effective at managing time, or skilled at running lab meetings. Observe these people
and identify specific positive behaviors that you see them use and then try to adopt
these behaviors. You may also ask these colleagues for feedback and advice on your
own behavior and progress. (See chapter 5, “Mentoring and Being Mentored,”

page 97.)

Read books and attend courses. You can aid your leadership development by
reading books and taking courses offered at your university, especially if it has a
school of management. Some of the scientific societies also offer seminars or short
courses in laboratory management in conjunction with their annual meetings. You
can also take advantage of the resources available through your institution’s human
resources department. A number of organizations, such as the Center for the
Health Professions at the University of California—San Francisco
(http:/lwww.futurehealth.ucsf.edu’) or the Leadership Learning Laboratory at the
University of California—Davis (http://sdps.ucdavis.edu/browse/hr/hrs02 | .htm),
can also bring tests and other resources to your institution.

Get to know your strengths and weaknesses. In most cases, you cannot change
your personal qualities, but becoming aware of them can help you lead more effec-
tively. You will be able, for example, to make the most of your assets and work
around or improve on your liabilities. In addition, self-knowledge will make you
more aware of the personalities of people in your lab and help you direct and sup-
port them more effectively. You can take different tests to help you understand var-
ious aspects of your own personality and how you behave in certain situations; one
of the best known is the Myers-Briggs Type Indicator (MBTT). Appendix 1 (page
73) offers a brief description of the MBTTI personality types and how these may
play out in a laboratory environment. More information on the MBTT can be
found at http://www.myersbriggs.org.

A popular way to understand your on-the-job strengths and weaknesses is to com-
plete a so-called 360-degree feedback questionnaire. One example, Skillscope, pub-
lished by the Center for Creative Leadership, consists of a series of questions that
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you and others answer. Your supervisor, peers, and people you supervise rate you
on what parts of your job (from communicating information and supporting the
professional development of your staff, to administrative and organizational abili-
ties and time management skills) you excel in and what parts could use improve-
ment. The questionnaire also gives everyone a chance to say if they think that par-
ticular skill is important to your job. It is very enlightening (and an opportunity for
discussion) to know what others consider your strengths and weaknesses compared
with your ideas about them. Responses are anonymous, except for the supervisor’s
responses. More information on Skillscope can be found at http://www.ccl.org.

CREATING YOURVISION AS A LEADER

M st people understand that the president of a university or the head of a large
teaching hospital must have a vision for what he or she wants to accomplish, but
how about someone running a lab? Even a six-person lab in which there is no clear
vision is likely to have postdocs and graduate students heading off in their own
directions, wasting time, and generating ill will. Developing a vision for everyone in
the lab to share does not limit innovation. Instead, it provides a foundation for cre-
ativity from which new directions may be taken.

66

My vision is that we are going to regenerate the heart after a
heart attack. This is really what I would like to accomplish
with my career. Initially, I was worried that 1 wonld sound
Sappy” in some fashion when I told people that 1 had a vision.
I found that at first pegple may think it’s a little odd, but pretty
soon when they hear it again and again, you start seeing people
nodding their heads and agreeing with you. Having a clearly
stated vision does help to inspire in people the mission bebind
what you are working on.

—Charles Murry, University of Washington School
of Medicine

How to Create a Mission Statement

The cornerstone for implementing a vision for your lab is the mission statement. It
describes the kind of research you want to do, the motivation for your research,
and the kind of atmosphere in which you want to work. It should take into consid-
eration the history and current challenges of your lab and what you want to accom-
plish in the short and long term, with an eye to the future work of your depart-
ment and institution as a whole. As you develop your mission statement, you might
present it verbally to colleagues and your department head in an informal setting.
Following input and adjustment, the statement should be written in about one
paragraph.
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As you develop your mission statement, keep in mind the following points:

‘ Decide what values you want for your lab (e.o., scientific excellence, disci-
g > >
pline, teamwork, COIIlpCtill.OIl).

@ Consider your social and financial goals, in addition to scientific ones.

@ Craft a statement that you feel comfortable communicating to your peers,
superiors, and lab members.

The following are two sample mission statements:

©  The goal of onr laboratory is to be among the most successful and respected in the area
of cancer genetics. The ultimate goal is to help develop better therapies and cures for can-
cer. To this end, we will collaborate with other researchers in the area and share our
results and reagents. We will be recognized for being fair and collegial.

©  Our lab aims to understand the mechanisms by which cells transport proteins. In partic-
ular, we will focus on technical challenges that others have not been able to overcome. A
main focus of the lab is to train the next generation of scientists. We will create an envi-
ronment that is conducive to learning and testing new skills.

Keep in mind that mission statements are not operating plans or strategic maps for
the lab, but they serve to shape these essential elements. In addition, they are not
static; they evolve and change with time.

Once you have a mission statement that you are comfortable with, start saying it
over and over to the people in your lab. Mention it at lab meetings, when people
first join the lab, when you sit down to write a paper. Every decision you make
from now on—from hiring staff to choosing scientific projects for the people in
the lab to establishing how communication

flows—should be made with this statement

. L. in mind.
Developing Your Mission
Statement
¢ Paint with broad strokes, but also identify key
measures of success.

@ Provide both reasoned and emotional justifica-
tion for the vision.

@ Tie it to the values and culture of your depart-
ment and school.

@ Be clear and honest.

@  Create a distinct future that distinguishes your

research program from others, especially those
of competitors.
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DEVELOPING YOUR LEADERSHIP STYLE

Figure 3.1.
Blanchard
and Hershey
model of
leadership
styles

Your mission statement is what sets the course for your lab, but how do you go
about directing and motivating people to accomplish this vision? The way in which
you carry out your role as a leader is called your “leadership style.” It will depend
largely on your own personality and the types of mentors you have had up to now.
For example, you may find you feel more comfortable making decisions on your
own, without seeking the input of others in the lab or colleagues. Or you may find
it difficult to give unsolicited feedback to your students and postdocs. After a few
months of leading your own lab, you will most likely develop a style that you feel
comfortable with. But management experts tell us that different styles are required
for different situations and different individuals, and that you should practice using
a variety of such styles.

Four Styles of Leadership

Ken Blanchard, best known for the “One Minute Manager” series, and Paul
Hershey proposed one classic research model for so-called situational leadership.
They visualized leadership styles in terms of a continuing spectrum of directive
and supportive behavior. Directive behavior involves clearly telling people what to
do, how to do it, and when to do it, and then closely monitoring the behavior.
Supportive behavior involves listening to people, providing assistance and encour-
agement, and then facilitating their involvement in problem solving and decision
making. According to this model (see figure 3.1), the degree to which you direct
and support people who work for you is influenced by their level of competence
and their commitment to completing a given task.
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Q
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Source: Adapted from a concept developed by the Center for Leadership Studies, Inc.
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The four styles of situational leadership are described below.

Directing. This style puts a high focus on task and a lower one on relationship.
When the person you are supervising is not yet qualified or not sufficiently moti-
vated to carry out a task independently, then you need to tell him or her precisely
what to do at each step. For example, you may take this approach with a technician
who has just started working in the lab and needs to learn an important technique
that he or she will be doing routinely.

Coaching. This style puts a high focus on both task and relationship. As a PI, you
would continue to direct the action of the person you are supervising, but also take
the time to explain decisions, solicit suggestions, and support the individual’s pro-
fessional development. This leadership style is the most demanding. It requires a lot
of time and emotional investment on the part of the leader. For example, soon
after a graduate student joins the lab, you will probably have to show him or her
different techniques and help him or her decide which experiments to do, but you
would explain why and how they fit in with the lab’s mission.

Supporting. This style puts a low focus on task and a higher one on relationship.
As a PI, you would facilitate people’s efforts toward accomplishing a given task and
share responsibility for decision making with them. In a lab, the PI is likely to adopt
this leadership style with most postdocs and experienced graduate students. For
example, you would give the postdoc responsibility to choose what experiments to
do but continue to discuss what these are and facilitate progress by, for example,
helping the postdoc find someone to collaborate with so that he or she can get the
next step of a project accomplished.

Delegating. This style puts a low focus on both task and relationship. As a PI, you
would turn over responsibility for decision making and problem solving to an indi-
vidual who has become more independent. For example, you would allow a post-
doc who is ready to leave the lab to make decisions about what projects to pursue
and collaborators to seek out without having to ask for your input first.

Delegating Tasks and Authority

Many PlIs, especially starting Pls, are reluctant to delegate for fear of losing control
or powet. Delegating is important because it will relieve you of some of the day-to-
day responsibilities. Assigning responsibility does not lessen your role in the lab. It
merely gives you a capacity to handle greater responsibility. In addition, delegating
serves to empower and motivate the people who work for you.

In deciding whether there is something you could delegate, ask yourself the follow-
ing questions: What am I doing now that I'd like to see someone else do? Is there a
person in the lab who is capable of handling and willing to take on a new responsi-
bility? What could I do if I had more free time?

Once you have decided to delegate the responsibility for a given task, you need to

@ Be sure you delegate the necessary authority with the responsibility.

@ Give clear directions and make sure they are understood; keep two-way
communication channels open.
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@ Clearly define the responsibilities assigned to each lab member, and make
this information known to everyone in the lab.

@ Once you have delegated, follow up to make sure the job is being done
without interfering with it.

@ When you delegate authority to someone, be sure to back up that person
when his or her authority is called into question.

¢ Distribute responsibilities fairly among members of the lab.

Through the years 1've learned that, on the one hand, there are
a bunch of ways to treat people that generally work well; on the
other hand, each individual case seems to bring up something
new that you don't have experience with. So even thoungh you
think you ve developed all of this experience, with the very next
circumstance, you may have to fine-tune your approach, because
every person is different.

—Thomas Cech, HHMI

29

BUILDING AND SUSTAINING
AN EFFECTIVE TEAM

Today, more than any other time in history, science is a team sport—and the
teams keep getting bigger. For many kinds of experiments, you need to integrate
different kinds of technical expertise and backgrounds. Regardless of the size of
your lab, there are some general guidelines for keeping the team members moti-
vated and working effectively, from communicating and giving feedback to setting
specific rules of behavior. They are discussed in the sections below. (For more
information about how to collaborate with other labs, see chapter 12, “Setting Up
Collaborations.” For more information about how to select lab members, see chap-
ter 4, “Staffing Your Laboratory.”)

Communicating Within the Lab

You should communicate with laboratory members on a daily basis. If you are still
doing experiments at the bench, you will be accessible to your lab members. But, if
you spend most of your time in your office writing papers and grants, make an
effort to walk around the lab at least once a day, if possible, and informally chat
with people. Unless you need to concentrate on a task without interruptions, keep
the door to your office open.

In addition to these informal interactions, formal meetings are an organized way to
ensure that everyone is kept informed of the group’s activities and results and for
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you to reiterate your expectations and values. By all means, hold regular goal-setting
and evaluation sessions: an annual lab retreat, periodic lab meetings involving the
full staff, weekly or more frequent small-group meetings to discuss specific issues,
and regularly scheduled one-on-one advisory meetings and performance evalua-
tions. Group activities, held periodically, are also important for building morale and
encouraging lab members to think of themselves as part of a team.

Research group meetings. Many research groups hold weekly meetings. One or
more people in the lab take turns presenting what they’ve done since they gave
their last presentations. They give an introduction, share their results and their
interpretation, and then discuss what they plan to do next. Comments and sugges-
tions from the research team usually follow. In some labs, especially larger ones, a
research group meeting is a semiformal presentation with overheads or PowerPoint
slides and can be a somewhat intimidating experience, especially for a graduate stu-
dent. In smaller labs, these meetings may be more informal—for example, each
person discusses what he or she did that week. These meetings are much more
interactive. Yet, even in smaller labs, it’s important to schedule occasional formal
presentations so that students and postdocs can perfect their ability to speak about
their research. Another good idea is to have joint research meetings with other labs.
It is good experience for your lab members to give presentations to scientists out-
side your lab. It can help to clarify presentations and garner new ideas from those
who aren’t so closely involved with the project. It also extends your network and
that of your students, which is especially useful when they are looking for jobs or
letters of reference.

One-on-one meetings. Regardless of the frequency of research group meetings,
you should meet often with each lab member to keep current with progress and

Guidelines for Effective
Meetings

For most formal types of meetings you should have
a predetermined plan for the meeting that states its

problems. Invite your students, post-
docs, and technicians to come into your
office with their lab notebooks and
show you what they’ve been working
on. Many PIs meet with lab members
for an hour each week. They may meet
with them more frequently immediately

goals and purpose:

*

*

Solicit agenda items and distribute an agenda
before the meeting.

Have clear assigned roles for the meeting—
that is, who will speak, who will take notes,
who will lead the discussion.

For each action item on the agenda, go over
discussion points, make a decision, and deter-
mine postmeeting actions.

Discuss what should be on the next meeting
agenda.

Follow up the meeting with a meeting sum-
mary and a to-do list.

after lab members have finished a series
of experiments or when they notice that
a lab member is struggling.

Performance reviews. The perform-
ance review meeting with lab members
is an opportunity for you to clarify your
expectations, review their recent accom-
plishments, and set performance goals.
It is also a good time to talk about their
career goals and how their work in your
lab contributes to achieving those goals.
Another important purpose of per-
formance evaluations is to provide lab
members an opportunity to give you
feedback on your leadership style. Work
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with your institution’s human resources department to make sure you conform to
your institution’s performance management process. Appendix 2 shows a sample
performance review form, created by Tamara Doering. She gives the form to lab
members a few days before the meeting, The form consists of two parts: a self-
assessment section that is completed by the lab member before the meeting and a
joint feedback section that is completed during the meeting, In addition to a
focused discussion of short- and long-term goals, the twice-yearly meeting gives lab
members an opportunity to give feedback on Doering’s leadership style. The form
offers some suggestions about what to evaluate and how to engage lab members in
self-evaluation. Appendix 3 includes a checklist developed by HHMI’s Department
of Human Resources; it can also help you prepare for a performance feedback ses-
sion with a lab member.

Small-group meetings. Some labs also have meetings attended by individuals
working on specific projects or with specific techniques. This is where lab members
deal with logistics and technical matters, and they hammer out experiments, trying
to get different approaches to work.

Strategy sessions. Should you decide that your research needs to take a new direc-
tion, you may want to call an official strategy session. A strategy session helps the
group identify the next most important questions and what experiments will answer
these questions. Such a meeting also helps the group develop a shared understand-
ing of the lab’s direction and clarifies what needs to be done and who is interested
in what aspects of the new research area. In addition, these meetings help you
determine how potential conflicts and competing interests can be avoided.

66

If a PI has 20 people in the lab and you ask the PI at any
moment, “What is person number 17 doing?” he or she should
be able to give you a two-hour talk on this withount any prepara-
tion. The sine gua non for being a good lab director is having
all of this in your head.

—Thomas Cech, HHMI

In my lab, there are five or six breakont groups that meet once
a week or two, and that works really well. 1t gives them a tean-
building experience.

—B. Brett Finlay, University of British Columbia

\9
O
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Journal club meetings. These meetings are an integral part of training new scien-
tists and can vary in frequency from weekly to monthly, or as desired. The discus-
sion of a scientific report serves to illustrate how to and how not to construct and
test a hypothesis, what constitutes effective analysis, and how to report scientific
findings. In addition, a journal club meeting reinforces the idea that reading current
papers is essential to keeping up with the field. These meetings also provide an
opportunity to communicate your values about science when discussing other
people’s work.

66

[At journal club meetings] we discuss papers and talk abont
their weaknesses, and it makes it clear that we don’t want our
papers to bhave those kinds of weaknesses. I think the scientific
rigor issues come up as we go along.

—Tamara Doering, Washington University School
of Medicine

2

Informal group activities. Organizing social occasions to celebrate a major
accomplishment—publication of a paper, a job, a grant—is important for promot-
ing your shared vision of the lab and building morale. In addition, most PIs agree
that it is important that lab members occasionally socialize in a relaxed, nonwork
environment. Such get-togethers can help promote team building and enhance
communication among lab members. As you are establishing your lab, you might
have to arrange these outings. After a while, they will occur more spontaneously.
Don’t feel that you always have to participate, and don’t feel offended if you are
not invited to all after-hours occasions.

Giving and Receiving Feedback

Giving and receiving feedback is a critical leadership skill. Receiving feedback from
individuals in your lab will help you improve as a leader and help you steer people
toward your vision. In turn, giving them feedback will help them develop as scien-
tists and ensure that your expectations are met. Feedback should be given informal-
ly, on a daily basis, as well as during formal meetings. Giving feedback and commu-
nicating with your group on a regular basis help instill the culture of “feedback,”
and can also make it easier to approach lab members about specific situations or
problems, since they are used to regular sessions with you. It also helps avoid
unpleasant surprises from members of your lab.

Giving Feedback. When you give feedback to people in the lab, try to

¢ Time it well. Feedback during stressful times (e.g,, when a grant deadline is
looming) is rarely helpful, especially when either party is angry, or when
someone is not ready to receive feedback.
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Be specific and objective. Focus your comments on first-hand data, actions,
and behavior and not on the person or speculation about his or her inten-
tions. For example, instead of saying “You are not focused enough on your
work” or “You don’t seem to care about your experiments,” think of a spe-
cific instance that you thought was a problem. “We decided at our meeting
that you would do these three experiments, but you only did one.”

Reinforce expectations. Provide feedback in terms of previously outlined
goals and decisions (e.g., “We decided at the last meeting...”).

Avoid subjective statements. An example of such a statement is “I don’t
like the fact that you show up in the lab whenever you feel like it.” Try
instead to stick to objective arguments: “If you arrive at unpredictable
times, it is difficult for other people in the lab to know when they can talk
to you. Many people depend on your expertise and need to know when you
are available.”

Present it in a constructive way. Feedback should be seen as a method of
improving rather than as a punitive step. To this end, ensure that the stu-
dent or postdoc has a plan for dealing with any problems you have identi-
fied and arrange a way to monitor progress. Why does the postdoc come to
the lab late in the day and have an erratic work schedule? Does she need to
adjust her daily routine and go to sleep eatlier? Does she have a problem
with getting transportation to and from the lab? Suggest ways to overcome
these problems and agree on a deadline for reevaluating the problem:
“From now on I expect you to be in the lab at 10 a.m. and to attend all
scheduled lab meetings. Talk to Dave or Jane about carpooling to the lab.
We can talk again in a week to see how you are doing,”

Make sure it registers. Feedback is often subject to distortion or misinter-
pretation. You may want to ask the student or postdoc to rephrase what
you have said and talk about his or her assessment of the issues you raised.

Avoid giving too much. Select the highest-priority issues to start with, and
remember that time and space are needed for integrating feedback.

Although I know its important, it is hard for me to let people
know when their bebavior does not meet nry expectations. When
1 first opened the lab, 1 was more uncomfortable with this than 1
am now. Basically, I'm quicker to call people on it now. If
things are not working and the quality of their work is some-
how slipping, or the effort that they are putting in is somewhat
dropping, 1 have an easier time saying, “I'bis isn't right, you
have to change it now.”

—Charles Murry, University of Washington School
of Medicine

29
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Receiving feedback. Invite people in your lab to provide feedback on specific
issues by asking questions during lab meetings or scheduled one-on-one meetings.
Make it a point to meet with your department chair on a regular basis and have
lunch with senior colleagues to get a sense of how they think your work is pro-
gressing and whether you are on track for getting tenure. (If they have not been
paying attention to your work, this conversation will motivate them to start doing
so). But remember, to get honest comments and suggestions, you must be recep-
tive. If you respond angrily or defensively, those in your lab and other colleagues
will be reluctant to give you their opinion. As you are listening to a comment, try to
understand what the other person is saying. If something is not clear, ask for clari-
fication. If the feedback is negative, take time to think about what you heard, even
if you don’t agree. What behaviors might have caused these perceptions? What
changes, if any, do you need to make?

Making Decisions

As a PI you will be making tens if not hundreds of decisions a day, from determin-
ing which e-mails to open and what type of answer to give each one, to choosing
to hire a new postdoc. In each case, the first step in making a decision involves
understanding the demands of the situation by answering the following questions:

¢ How important is the decision I have to make? For example, hiring a new
technician is a serious commitment. You will have to interview the candi-
date and carefully research his or her background before you make a deci-
sion. On the other hand, whether or not you agree to referee a paper is
unlikely to carry very serious consequences.

When do I need to make the decision?

Do I have enough information to make the decision?

How critical are the consequences of this decision?

Who needs to know or cares about the decision I am about to make?

Will I need assistance or approval from others?

® 6 6 ¢ 0 o

If I have made that kind of decision before, can I use the same approach?

Answers to these questions will help you choose the most appropriate decision
style—that is, the degree to which you go at it alone or include others.

Making a decision in complete isolation. This decision style works best when
you are under severe time constraints, there is no need for buy-in from other peo-
ple, you alone have the best insight, or you are dealing with highly confidential
information. For example, if another scientist approaches you to collaborate on
some experiments for a paper that he is in a rush to publish, you may quickly
decide whether it is worthwhile for you to get involved. You can make this decision
without consulting anyone else if the work can be done by yourself or a technician.
Another example would be to decide whether to referee a paper or write a refer-
ence letter for a postdoc.
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Making a decision after consulting with other individuals, but without nec-
essarily telling them why. You would use this decision style when you need input
from others and have sufficient time to gather information. In general, this
approach improves the quality of the decision, but you run the risk of involving
people who are not really participating in the decision-making process, which may
lead to resentment or misunderstanding. For example, if approached by another
researcher to collaborate on a project, you may ask your colleagues whether they
know this person and what his or her reputation is. A PI considering taking on a
new research direction may consult with the department head and postdocs and
students in the lab. But the decision ultimately rests on the shoulders of the PIL

Making a decision with the group. This decision style is helpful when you have
few time constraints, need the buy-in or technical experience of the group, or need
a creative response. It is more time-consuming than the two discussed above, but in
some cases it improves the quality of the decision. For example, when deciding
whether or not to invite a new postdoc to join the lab many PIs will decide jointly
with existing lab members. Another example is when a PI has to decide whether or

Steps in Making a Decision

|. Determine the type of decision that you need
to make.

2. Pick a style that is appropriate for the decision
and situation. (Remember, different decision
styles will fit different situations and you should
be equally comfortable using any of the styles
when appropriate.)

3. Make the decision.

4. Keep a log of all your decisions, giving a brief
description of the issue at hand, the decision
type, and what the decision and outcome were.

5. Go back to the log once a month to see how
each decision is playing out.

not to buy a new piece of equipment that he
or she has little experience with. There may
be postdocs in the lab who are more knowl-
edgeable and can make a better decision.

Passing the decision on to others. It may
be appropriate to let other people in your lab
make a decision in cases where the decision is
more important to them, you have little com-
petence in the particular issue, or you have
other more pressing priorities to deal with.
The most important thing to consider in this
case is that you will have to live with the deci-
sion, whether you like it or not. The last thing
you want to do is overturn a decision once it
has been made. For example, you might let a
senior postdoc decide on his or her own
whether to collaborate with another scientist
or where to submit a paper.

Depending on your personality, you probably prefer to make decisions in one par-
ticular way. For example, if you are an introvert, you may gravitate toward making
decisions on your own, without too much group discussion. But people in your lab
will appreciate being involved in some of the decisions. It is a good idea to try to
experiment with different decision styles in different situations.

Setting and Communicating Rules of Behavior for
Members of Your Laboratory

A key aspect of your role as a lab leader is to set and effectively convey expecta-
tions that reflect your vision for the lab. Some expectations may apply to a particu-

lar group of lab members (e.g., postdocs), and others will be unique to each indi-
vidual. You may want to work with your lab members to set these expectations—
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this can increase the likelihood of buy-in and help increase motivation. The best
way to communicate expectations is to convey them continually—at the first inter-
view, on the first day on the job, at lunch time, during lab meetings, and, most
importantly, by setting an example. It’s also a good idea to communicate your
expectations in writing, especially for new lab members and when conducting staff
reviews, and to periodically review them with your staff. As a general rule, you
should live by the expectations you set for your lab members. Show your workers
that you enjoy what you are doing. Especially in the early years, be present in the
lab, working side by side with them. They will be able to see how you work and

what is important to you.

66

I give a “state of the lab” talk once a year. I start with review-
ing the accomplishments, the things that have gone well over the
last year. 1 try to point out things that everyone has done so that
there is a sense that everyone has been recognized for their part.
Then I go over the lab budget—iwhat our “burn rate” is, where
onr money is coming from—and talk a little bit about money
management issues and strategies.

—Charles Murry, University of Washington School

of Medicine

going, the better it will be.

We have a package that we give people on arrival that tells
them what their lab duties are and how the lab is run. The
Saster you can get new lab members to the bench and get them

—B. Brett Finlay, University of British Columbia

29

Below are some general areas that you will want to consider when setting expecta-

tions for people in your lab.

Question: How do | avoid potential misunder-
standings among lab members regarding work hours
and time off?

Answer: The best way to handle this is to convey
your expectations about work hours and time off to
applicants during the interview. For example, the
amount of vacation leave varies from country to
country (e.g., it is usually longer in Europe than in
the United States), so you should let applicants
know about your institution’s and your lab’s policies.

Work hours. Some PIs feel they should stip-
ulate a specific number of hours per week
that they expect graduate students or post-
docs to work. But that strategy does not nec-
essarily work well and can generate resent-
ment. Focusing on productivity will prove
more successful than focusing on the number
of hours or on the specific hours an individ-
ual works. Nevertheless, you will probably
want the members of your laboratory to be
present during certain hours—to make sure
that they can interact with you and the other
lab members. Generally, your own work

64



Chapter 3 Laboratory Leadership in Science

hours set the pace for your group. If you leave the lab at 6:00 p.m., don’t expect
people in your lab to be working late into the evening.

Prolonged absences. Communicate your expectation that lab members should
give you several weeks’ notice about an upcoming vacation. Inform them of the
vacation and personal leave limits at your institution. Your institution will also have
guidelines about maternity and paternity leave. It is best to follow these guidelines
rigorously.

66

Some labs get a bad reputation when Pls say, “We expect you
to be here every Saturday and never take vacations,” or some-
thing similar. 1 think what you want to do is set an example
and help your people find how to be most effective. It is possi-
ble to work regular hours, but one has to be very organized
abont it. I have had very efficient people who can be very pro-
ductive working nine to five and just use their time well. 1
have also had other people who don’t use their time well, and
so I try to work with each lab member to help them figure ont
what works best.

—Suzanne Pfeffer, Stanford University School of
Medicine

2

Authorship of papers. The inclusion and order of authors on a paper are often
sources of discord in the lab. In deciding who should be an author on a paper, the
PI has to consider who has contributed to particular aspects of the work. All lab
members who are involved in a project should express their expectations concern-
ing authorship and credits on the resulting paper, and provide their rationale for
being considered as an author.

Here are some guidelines to consider:

@ The first author is normally the individual who is primarily responsible for
the project.

@ Occasionally, two individuals may share that responsibility; most journals
permit a statement that indicates that the first two or three authors listed
have each contributed equally to the publication.

@ It is unwise to make upfront promises about authorship. You may choose
to make it a policy in your lab to wait until you know how much each per-
son has actually contributed before authorship is assigned.

@ In deciding whether to include someone as an author, ask “Could this project
have been done without this person’s conceptual or technical contribution?”
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66

I have included a student on a paper becanse he had a conceptual
contribution without which the whole study could not have been
done. There was no question, everybody wanted this person on
the paper—so an anthor doesn'’t have to contribute an actnal
figure if theyve contributed something that was essential for that
project to go forward.

—Suzanne Pfeffer, Stanford University School of
Medicine

29

Scientific ethics. The best way to communicate responsible conduct in research to
your lab is to live by those values. As a leader, you should talk about important eth-
ical issues (e.g., scientific rigor and reproducible and discrepant results) in a lab
meeting or in a more informal setting. Most universities offer lectures or seminars
in scientific ethics, and you should encourage your staff to attend. An introduction
to the ethical conduct of research is a report from the Institute of Medicine,
Integrity in Scientific Research: Creating an Environment That Promotes Responsible Conduct,
which is available from National Academies Press at http://www.nap.edu. You
should also make it possible for your research staff to discuss and report concerns
to you in a confidential manner.

Project ownership. The PI, with input from individual members, usually decides
what projects people in the lab work on. Some labs have strategy discussions every
three to four months during which everyone talks about what projects they would
like to continue or initiate. Work in the lab is most effective and productive when
members have clearly defined projects that are sufficiently distinct so that each per-
son can carry out some independent work, and at the same time the projects are
interrelated so that no one is working in a vacuum. This way, everyone in the lab
can consult with and motivate each other.

Policy on letting projects leave the lab. You should develop a clear policy con-
cerning whether or not you will allow postdocs to take their projects with them

66

I often enconrage people to collaborate or help each other with
technigues. So if someone has an idea, 11 say, “Why don’t yon
g0 to 50 and so? She has been thinking about that or knows
how to use that machine. Why don't you talk to her?” And I
ry to make it reciprocal as much as 1 can.

—Tamara Doering, Washington University School
of Medicine

29
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when they leave your lab. Communicate this policy to all prospective postdocs.
Some PIs let their postdocs take whatever they had worked on during their stay in
their labs, with no strings attached. Others will let postdocs take some aspects of
their projects to serve as the focus for their new labs. In these cases, the PI makes
sure that he or she does not compete directly with the former postdoc’s project for
a few years, until the postdoc’s lab is well established. When you develop your poli-
cy, think about how you would want to handle a situation in which the research
results are different from what you anticipated or a situation in which the results
lead to interesting new avenues of research. If you have a small research group and
a focused area of research, you may not be able to let departing postdocs take their
projects with them. In this case, you might have to develop some alternatives to
benefit them. One possibility is to give your postdocs six months of salary and
resources to generate preliminary data for a new research question or direction. If
this is not possible, you may encourage your postdocs to work on two projects: one
that contributes directly to the mission of the lab and one that is related to what
the lab does but is not a main focus. The postdocs are free to take the latter proj-
ects with them.

66

I personally think its unfair to say to someone who has slaved
away in your lab for three years and goes looking for a job,
“You can’t continue what you've been working on,” becanse then
that person won't be able to get a grant.

—B. Brett Finlay, University of British Columbia

The head of a lab needs to be generous, and that is hard for
Junior Pls becanse you feel like you are just starting and every-
thing is crucial to the success of your research program. So its
hard to let postdocs take projects with them. But they need to,
and the main thing is to commmnicate about it.

—Tamara Doering, Washington University School
of Medicine

Keeping Lab Members Motivated

One of your key roles is to motivate people to work hard toward achieving your
shared vision. While different people respond to different types of internal and
external motivation, most people are motivated when their contributions to the lab-
oratory are recognized and appreciated. According to Edward O’Neil, to feel moti-
vated, most people require the following:

©  Choice: People want to make some decisions. As a PI, make sure you give
people appropriate responsibilities, involve them in discussions about gen-
eral scientific strategy, and listen to their ideas.
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©  Competence: People need the skills to do the work that is expected of them.
As a PI, check competences by asking someone to do an experiment with
you or ask appropriate questions.

@ Purpose: People need to understand the importance of their role in the lab
and in scientific enterprise. As a PL, it is important for you to set goals that
define success for each person in the lab and make sure they match with
what the person is doing; It is important to listen to what each person
wants to do and understand what his or her goals are. If a postdoc has
decided to pursue a career in industry, trying to motivate him or her to fol-
low in your footsteps into academia will not work. As a lab leader, you
need to address your lab members’ individual goals while you work
together to realize your shared vision.

@ Recognition: You need to provide continuous feedback to your lab members.
Comments and suggestions should be provided in the context of the given
expectations. Special accomplishments, such as publishing a paper or get-
ting a difficult technique to work, require special recognition, such as a lab
outing;

©  Feeling comfortable: To be able to focus on their work, people have to feel
comfortable in their environment. One example is that some lab members
like to play music in the lab, while others get distracted by it. The working
environment needs to be comfortable so that your lab members look for-
ward to coming to work everyday and enjoy conducting research in your
lab with their colleagues.

©  Progress: Satisfaction in achieving goals should not be in the distant future.
It is a good idea to schedule individual meetings as often as once a week to
set deadlines, solve problems, and plan future experiments.

©  Enthusiasm: You undoubtedly love science for the thrill of discovery, of
finding the answer to an important scientific question that has never been
answered before—share your enthusiasm and soon others in the lab will
follow your lead.

Barring personal problems, when these factors are in place people should feel moti-
vated to work in your lab. A lack of motivation may manifest itself as a decrease in
productivity; someone who was productive will stop producing results consistently
week after week. You will first need to determine the cause for this decrease. Is it
an interpersonal problem in the lab, an experimental obstacle, or a personal crisis?
Discuss the problem with the lab member and see whether you can jointly develop
a strategy to address the issue or minimize the impact of the lab member’s actions.
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I think the mistake a lot of us make is to assume all too often
that individuals don’t have any contribution to marke, just sin-
Dy becanse it might be a minor contribution. 1 think gaining an
appreciation of what everyone brings to the table is extremely
important.

—Gail Cassell, Eli Lilly and Company

When people present a really good result at a lab meeting, 17/
say, “That seems like a pizza result,” and 1] buy pizza for the
lab in their honor. Sometimes it’s by way of appreciation rather
than an important result. If someone—say a junior techni-
clan—_gets stuck in a cloning project for a long time and then
gets the construct he’s been trying to make, thats a pizza result.

—Tamara Doering, Washington University School
of Medicine

I do half-hour meetings with each person once a week. If they
come in and say, “Nothing worked,” I say, “OK,” and change
the subject because 1 realize that probably 90 percent of the
experiments as a scientist don’t work. 1ve found that this
approach is a very subtle but effective motivator. Most people
don’t want to come into my office week after week and say,

“Nothing worked.”

—B. Brett Finlay, University of British Columbia

Managing Conflict in the Lab

Conflict is any situation where one person’s concerns or desires differ from those
of another person. In the lab, conflicts often arise over “turf wars,” when two indi-
viduals are interested in the same project. By staying on top of what each member
of your lab is doing, you can often spot potential problems and deal with them
before they become too setious.

Most people tend to avoid conflict. But we should think of conflict as a creative

part of our lives. Conflict has the potential of both positive and negative effects.
Depending on how it is managed, conflict can be constructive or destructive, be

stimulating or unnerving, produce higher-quality results or stifle a project, lead to
original thinking or cause destructive power struggles.

Kenneth W. Thomas and Ralph H. Kilmann provide a useful model for evaluating
an individual’s behavior in conflict situations. The Thomas-Kilmann Conflict
Model describes a person’s behavior in a conflict situation along two basic
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dimensions: assertiveness—that is, the extent to which an individual attempts to
satisfy his or her own concerns—and cooperativeness—that is, the extent to which
an individual attempts to satisfy the concerns of the other person.

These two basic dimensions of behavior can be used to define five specific modes
of dealing with conflict that everyone is capable of using.

Competing. This conflict-handling mode is assertive and uncooperative.
Competers pursue their own concerns at the other person’s expense. They use
whatever powers seem appropriate to win their position, including their ability to
argue or their rank. This conflict mode works when you are dealing with a vital
issue, an unpopular decision, or a decision that needs quick action. However,
although it sometimes seems justified, the mistake many scientists make is to stay in
individualistic, competitive mode all the time. For example, if the head of another
lab asks you for a reagent that you have not yet cited in a publication and that one
of your postdocs is using for his or her project, you may refuse to share the
reagent until your postdoc has published a paper referring to it. The decision will
probably make you unpopular with the other PI, but you are safeguarding the inter-
ests of your postdoc.

Accommodating. This mode is unassertive and cooperative—in other words, the
opposite of competing. Accommodators often neglect their own concerns in order
to satisfy the concerns of others. Times when the accommodating mode is appro-
priate are when you want to build political capital or create good will, and for issues
of low importance. However, keep in mind that the accommodating mode can be a
problem if you keep a tally and expect that the other person will be accommodat-
ing next time. For example, you and your collaborator are sharing a piece of equip-
ment that just broke down. He insists that you pay for the repairs since your lab
uses it more. You don’t agree, but you give in on this one because you know that
his lab uses all the other shared equipment more so it will be his turn next time a
piece of equipment needs repair.

Avoiding. Avoiders are unassertive and uncooperative. They do not immediately
pursue their own concerns or those of others. The conflict is never addressed by
avoiders. Many times people will avoid conflicts out of fear of engaging in a con-
flict or because they don’t have confidence in their conflict management skills. But,
avoiding can be a good strategy in cases where the person you are in conflict with
has much more power than you do or when issues are not that important. It is also
a good strategy when you need to buy time. An example of how to do this is to say
“These are serious changes. I will need some time to think about it.”

Collaborating. This conflict-handling mode is both assertive and cooperative—the
opposite of avoiding. Collaborators attempt to work with the other person to find
some solution that fully satisfies the concerns of both persons. They dig into an
issue to identify the underlying concerns of the two conflicting individuals and try
to find an alternative that meets both sets of concerns. With such a positive out-
come, some people will profess that the collaboration mode is always the best con-
flict mode to use. However, collaboration takes a great deal of time and energy;
thus, it should be used only when the conflict warrants time and energy. For exam-
ple, if two postdocs are arguing over “territory,” you might want to spend the
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necessary time to carefully carve out different projects in a way that will satisfy
both postdocs. On the other hand, if your postdocs are in conflict about which day
to hold a lab meeting, the time and energy necessary to collaboratively resolve the

conflict is probably not beneficial.

Compromising. On the negotiating continuum, this mode lies somewhere
between assertiveness and cooperativeness. The goal of the compromiser is to
find an expedient, mutually acceptable solution that partially satisfies both parties.
The compromiser gives up more than the competer, but less than the accom-
modator. He or she addresses an issue more directly than the avoider, but does
not explore it in as much depth or detail as the collaborator. This mode of con-
flict resolution is useful for decisions of moderate importance, when you have
equal power status, or when you are faced with an issue that needs to be resolved
quickly. In general, academics tend to underutilize this mode of handling conflict.
For example, say your department chair goes back on her agreement to give you a
semester free of teaching responsibilities. She tells you that she is desperate and
needs you to teach Introduction to Biology for 200 students, including labs during
your first semester. You point out that it is stipulated in your contract that your
first semester would be free of teaching responsibilities; however, you are willing
to teach a smaller, graduate-level course. You of course would rather not teach
anything and are not contractually bound to teach your first semester, but you also
know that it is in your best interest to accommodate your chait’s wishes as much

as possible.

Steps for Dealing with Conflict
When faced with conflict:

@  Assess the problem.

©  Assess the other person’s interests.

¢  Acknowledge the constraints.
2

Select a strategy that balances the importance
of the problem, time constraints, power differ-
ences, and the relationships of the people
involved.

Each of the conflict-handling modes has
value; none is intended to be good, bad, or
preferable in all situations. A worthwhile goal
for you as a PI is to increase your repertoire
of responses to conflict, with the flexibility
to use various modes in different situations
and in appropriate ways.

The people who work for you in your lab will
also tend to adopt one style of handling a
conflict over another. You will have a mix of
competers, accommodators, and avoiders.
Show them by example that there are differ-
ent ways of handling conflict depending on
the situation.

Resolving a conflict between lab members. When conflict occurs between two
or more members of the lab, determine whether it is necessary for you to step in
and facilitate a resolution. Usually, most people will be able to resolve their own
conflicts, but make sure that a conflict does not fester to the point where it affects

morale and the atmosphere in the lab.

Here are a few tips for how to help resolve conflict in the lab:

@ Foster an environment that accepts conflict, as long as the difficulties are faced
openly and honestly by the people involved. The PI can actively reinforce

openness by lab members, especially the participants in a conflict episode.
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@ Help the individuals involved in a conflict synchronize the timing, focus,
and extent of their overtures and responses. The PI may, for example,
invite the people involved in a conflict to the office at a designated time to
discuss the problems openly and honestly, and come to a resolution.

@ Make sure that each person understands the othet’s point of view. The PI
can do this by summarizing, clarifying, focusing questions, and encouraging
listening by each person.

Resolving conflicts between you and others in the lab. Conflicts between the
PI and the lab members also occur. Such conflicts are important and influential in
developing the future course of the lab, particularly during the early stages. It is
important that the leader demonstrates interest in receiving and understanding neg-
ative feedback and shows a willingness to learn from it, when appropriate. It also is
important for the leader to avoid the trap of dropping his or her leadership respon-
sibilities and responding to the challenge by becoming “just another lab member.”
In other words, as a PI, you never have just your interests at hand but those of the
lab as a whole.
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APPENDIX |I: THE FOUR PREFERENCES
THAT MAKE UP YOUR PERSONALITYTYPE

The Myers-Briggs Type Indicator describes four pairs of opposite behaviors.
Everyone prefers one behavior from each pair, and generally uses it more than
its opposite.

1. Ways of Gaining Energy

Extroversion. An extroverted individual focuses on the outside world and gets
energy by interacting with people and doing things. Extroverts want time to talk, to
have something to do, to have a voice, and action.

Introversion. An introverted individual focuses on the inner world and gets energy
by reflecting on information, ideas, and concepts. Introverts want time alone, to be
asked what they think, thought-out written communication, time to think, and time
to assimilate before action.

Example: During a lab meeting extroverts are the ones who tend to talk and ask
lots of questions. Introverts are participating just as much, but doing so in their

heads. As PI, you will probably need to call on some of the introverts during the
meeting to hear their ideas. If you, the PI, are a strong introvert, you may prefer
giving feedback in one-on-one meetings.

2. Ways of Gathering Information

Sensing. A sensing individual notices and trusts facts, details, and present realities.
Sensing types want concrete data, specifics and details, connections to the past,
realistic description of the future, clear guidelines, roles, and expectations.

Intuition. An intuitive individual attends to and trusts interrelationships, theories,
and future possibilities. Intuitive types want the overall rationale (big picture), gen-
eral directions, pictures of the future, and opportunities to participate.

Example: When interviewing candidates for a position in the lab, the sensing PI
will have a standard set of questions that he or she goes through with all candi-
dates. The sensing PI will call all the references for each candidate. The intuitive PI,
on the other hand, will “know” who to hite after a five-minute conversation with a
candidate, regardless of whether or not the candidate has all the necessary qualifi-
cations. Both types need to recognize their preferences and take them into consid-
eration. In the interview case, for instance, the intuitive PI should prepare a
standard set of questions that are asked of each candidate. On the other hand,
once the sensing PI has run through his or her set of already prepared questions,
he or she should try to let the conversation wander to learn things about the
candidate that could not be gleaned from the list of questions.
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3. Ways of Making Decisions

Thinking. A thinking individual makes decisions using logical, objective analysis.
Thinking types want to understand the rationale behind changes; have clarity about
the decision-making process; understand goals and future structure; and want com-
petent leadership, fairness, and equity.

Feeling. A feeling individual makes decisions by applying person-centered values.
Feeling types want to recognize the impact that decisions have on people; to meet
people’s needs; to include everyone in the decision process; to have values drive
change; and to have a leader who cares, appreciates, and supports them.

Example: Most scientists are oriented toward thinking. When making a decision
about the best graduate student to take on a project, for instance, a thinking PI
would focus on who has the skills to get the project done most efficiently. The
feeling PI might also take into account the members’ career aspirations as well as
lab skills when assigning projects to lab members. Because leadership has a lot to
do with relationships, most PlIs will find this aspect of their job difficult because
they are not naturally oriented toward feeling. Even if it does not come naturally,
you can learn to adopt a more people-centered approach.

4. Ways of Living in the World

Judging. A judging individual prefers to be organized and orderly and to make

decisions quickly. Judging types want a clear concise plan, defined outcomes and
goals, a time frame with stages, clear priorities, completion, and, most of all, no
surprises.

Perceiving. A perceiving individual prefers to be flexible and adaptable, and to
keep options open as long as possible. Perceiving types want an open-ended
approach, general parameters, flexibility and options, information, room to adjust,
and a go-with-the-flow approach.

Example: A judging type will meet with the PI and cleatly lay out a plan for getting
from a to b, and then spend the rest of the week completing the tasks that were
discussed. A perceiving type will see a world of possibilities to discuss at the
meeting, With the help of the PI, he or she may be able to come up with a plan of
action to get from « to b, but is likely to get side-tracked and not complete the
agreed-upon tasks by the end of the week.
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APPENDIX 2: PERFORMANCE REVIEW FORM

Please complete part A in advance and bring it to our meeting or e-mail it to me.

We will discuss part B together at our meeting, but you might want to look over the

topics.
Part A. Six-Month Review of Goals

Name:

Date:

I. Accomplishments
I1. Goals for the next six months
III. Long-term goals

Part B. Joint-Feedback Meeting

I. Feedback on mentoring
Frequency of interactions
Quality of interactions

Level of involvement

Positive aspects of interactions
Areas for effort/improvement

II. Comments from mentor
Quality of work

Organization and efficiency
Knowledge base
Communication skills
Working relationships
Leadership/supervisory skills
Areas for effort/improvement

ITI. Summary of discussion
Strengths/achievements

Areas for effort/improvement
Scientific goals

Long-term plans

Lab Director:

Lab Membet:

Date:

Source: This form was created by Tamara L. Doering, Washington University School of Medicine.
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APPENDIX 3: PERFORMANCE FEEDBACK
CHECKLIST FOR MANAGERS

Opening the performance review discussion

Create a sincere, open, and friendly atmosphere. This includes

\ 4
4

*

Reviewing the purpose of the discussion.

Emphasizing that it is a joint discussion for the purpose of problem solv-
ing and goal setting;

Striving to put the employee at ease.

Conducting the performance review discussion

Keep the focus on job performance and related factors. This includes

*

L 4
L 4
\ 4

Discussing job elements—employee strengths, accomplishments, and
improvement needs—and evaluating results of performance against objec-
tives set during previous reviews and discussions.

Being prepared to cite observations for each point you want to discuss.
Encouraging the employee to review his or her own performance.

Using open-ended, reflective, and directive questions to promote thought,
understanding, and problem solving.

Encourage the employee to outline his or her personal plans for self-development
before suggesting ideas of your own. In the process, you should

L 4
4

Try to get the employee to set development and improvement targets.

Strive to reach agreement on appropriate development plans that detail
what the employee intends to do, a timetable, and the support you are pre-
pared to give.

Discuss work assignments, projects, and goals for the next performance review
period and ask the employee to come prepared with suggestions.

Closing the performance review discussion

In closing, you should

*

* 6 o

Summarize what has been discussed. Pay particular attention to agreed-
upon next steps.

Show enthusiasm for plans that have been made.
Give the employee an opportunity to make additional suggestions.

End on a positive, friendly, harmonious note.

Source: This form was developed by HHMI’s Human Resources Department.
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STAFFING YOUR LABORATORY

Stafﬁng your lab with the right people is one of the most important things you can
do to ensure the success of your research. This chapter focuses on four laboratory
positions—technician, postdoc, graduate student, and undergraduate—although
much of the material would be relevant for anyone you bring on board. The chapter
reviews issues to consider when determining your staffing needs and suggests strate-
gies to help you manage the process for recruiting, interviewing, and evaluating appli-
cants. The chapter also offers guidance on what to do if you have to ask someone to
leave your lab.

For a discussion of the skills needed to manage the people in your lab day to day and
get them to work productively, see chapter 3, “Laboratory Leadership in Science.”
Also consult your institution’s human resources (HR) staff—they have expertise and
resources to help you set performance expectations, maintain performance records,
motivate staff and evaluate their performance, deal with behavior or performance
problems, and manage issues related to staff promotion and job growth.

GETTING STARTED

The process for staffing your lab will vary depending on the position you are trying
to fill and the extent to which your institution’s HR department is involved. Because
the hiring process in an academic setting can be protracted and time-consuming, you
should involve your department’s administrative staff or your institution’s HR depart-
ment from the beginning.

Know the Difference Between Employees and Students

It is important to distinguish between employees and students. Generally, technicians
and postdocs are considered to be employees of your university or research institu-
tion. They receive regular wages and have taxes withheld, and federal and state laws
and your institution’s personnel policies apply to their employment. On the other
hand, undergraduate and graduate students are just that—students. Although they
may receive a stipend for work in your laboratory, their relationship to you in almost
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all cases is that of learner to teacher, not employee to employer. For the most part,
students work in your lab to gain experience and to learn how to do science, not
because they receive monetary compensation.

In addition, employees are “hired” and “fired,” and students are “assigned” to a lab
and “released” from it. Although this may seem like mere wordplay, the nuances of
these relationships are important because of the legal implications.

Avoid Discrimination

In the United States, many laws—at the federal, state, and local levels—guide and
control how you as the employer’s representative work with other employees, par-
ticulatly those you supervise. These laws determine many aspects of the employer/
employee relationship. One very important principle to follow is to avoid discrimi-
nation on the basis of an individual’s membership in a protected group or an indi-
vidual’s protected characteristic. Generally, this means that you cannot discriminate
in an employment-related decision (such as interviewing, recruiting, selecting, hir-
ing, training, evaluating, promoting, disciplining, or terminating) on the basis of
someone’s race, color, religion, age, sex, national origin, sexual orientation, marital
status, mental or physical disability, or other protected status. Work with HR and
with knowledgeable people in your department to ensure that you follow the law
and your institution’s policies and procedures.

Determine Your Staffing Needs

Your decision to take on staff will depend on several factors, such as the provisions
of your start-up package, the stability of your external funding sources, the
progress of your research, and even your personal preferences about performing
various laboratory tasks. Established scientists caution new principal investigators
against rushing out and hiring people just to fill an empty lab. Before you bring on
staff, think carefully about the consequences. Will you be able to recruit the caliber
of people you need? Can you make the time to train and mentor others?
Remember, you need to preserve sufficient time and space for your own work at
the bench.

Often, the first person a new investigator hires is a lab technician. This versatile lab
member can help you with time-consuming initial tasks, such as logging in and set-
ting up equipment and handling routine tasks that keep your laboratory working,
Although your budget may more easily accommodate a junior technician, you might
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Early in my career, when I conldn’t attract top postdocs, 1 put
my energy into graduate students and technicians. The graduate
students are like raw lumps of clay that have the opportunity to
mold themselves into something really great.

—Thomas Cech, HHMI

29
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benefit more by hiring an experienced technician who can help train other staff as

they come on board. Some experienced technicians can also contribute in substan-

tive ways to your research project. A technician who is familiar with the administra-
tive processes of your institution can also be extremely valuable.

Consider bringing a graduate student on board once your lab is running and you
have the time to invest in training. Working with your technician and graduate stu-
dent can provide you with additional intellectual stimulation, and when each is able
to work independently, you should have more time for grant writing and doing
experiments. Hire a postdoc when your main project is well under way and you
have enough other projects, so that you can turn one of them over to the postdoc
and allow him or her to have a great deal of responsibility.

You may want to be cautious about taking on undergraduates because of the large
time investment needed to make them fully a part of the lab. If you decide to take
on an undergraduate, consider limiting the initial assignment to one semester. At
the end of that time, determine whether the student should continue for a second
semester. (Additional considerations for working with undergraduates and other lab
members can be found in chapter 5, “Mentoring and Being Mentored.”)

Write the Job Description

The next step is developing a job description for the open position. First, identify
and prioritize the initial and ongoing lab tasks for which you need support. Then
determine the qualifications needed to best complete these tasks and develop a
general plan for allocating the person’s time. Most HR departments have job
descriptions that you can use as models. Bear in mind that the position will have to
fit within your institution’s established compensation and classification system. The
process may be more complicated if unions represent identified groups of employees
at your institution.

RECRUITING APPLICANTS

Get the Word Out

Informal methods. Try to recruit by word of mouth. Ideally, you want people to
seek you out. Meetings and seminars where you present your work are good venues
to reach graduate students and postdocs, as well as lab technicians who are not
employed by your institution. Another strategy is to include a statement on your
Web site inviting people to contact you if they are interested in working with you.
As you get to know students in your classes, you may find some who are interested
in learning more about your work and carrying out a research project in your labo-
ratory. In addition, you may be able to recruit graduate students from those who
rotate through your lab as part of the curriculum.

Formal advertisements. To recruit postdocs, you may decide to place advertise-
ments in journals such as Scence (http://recruit.sciencemag.org), Cell
(http:/lwww.cell.com), and Nature (http://www.nature.com), both in hard copy and
on the Web. Other resources for advertising are the Federation of American
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Societies for Experimental Biology’s Career Resources Web site
(http:/lwww.faseb.org/careers/careerresources.htm), your scientific society’s Web
site, Science’s ScienceCareers.org (http://sciencecareers.sciencemag.org ), and the
mailing list servers maintained by professional associations, such as the Association
for Women in Science. For any advertisements you place, make sure you follow
your institution’s policies.

What Do You Have to Offer?

As a beginning investigator, you may find it a challenge to recruit the people you
want, especially postdocs and experienced lab technicians. Here are some things
you can do to increase your chances:

@ Promote your vision. When you talk to the applicant, take time to identify
your vision for your lab. Your excitement about your work and your lab will
excite and interest potential staff.

¢ Communicate your lab culture. Think about how to create a lab environ-
ment that allows you and your staff to work efficiently and harmoniously.
If good communication, collaboration, and cooperation are valued con-
cepts in your lab, they can be selling points in recruitment.

@ Convey your commitment to mentoring. Let potential staff know that they
will be working directly with you and that you have an interest in helping
them in their careers.

@ Offer flexibility where you can. Flexibility, especially about assignments or
research avenues, is attractive to most job applicants.

@ Provide a realistic level of reassurance regarding the stability of your fund-
ing. Potential staff are likely to be aware that the money to pay their salaries
may be coming from your research grants.

What They Are Looking For

Lab technicians. Technicians may be attracted to a beginning laboratory because
they are eager for the opportunity to work closely with the principal investigator
and are interested in learning new techniques and being included on papers. Good
salaries and status (related to publishing papers) may be of prime importance to
career lab techs, whereas experience, especially experience that will help them
decide whether to go to graduate school or medical school, may be more important
to short-term lab technicians.

Graduate students. Graduate students are often attracted to new labs because, like
lab technicians, they are eager for the opportunity to work directly with principal
investigators. Mentoring graduate students can be time-consuming, especially for
the first few months. Therefore, you may want to sign up your first graduate stu-
dent when your lab is running well and you have time to work with each student
propetly. Thoughtful mentoring of graduate students early in your career will help
you develop a positive reputation and will increase your ability to attract other grad-
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uate students. On the other hand, if your first graduate students have negative
experiences in your lab, they will quickly share this with their peers, and your ability
to recruit students will suffer greatly.

66

When I talk to students about what kind of a lab they should
Join, I always tell them that its a very special experience to go
into the laboratory of someone who is just beginning an inde-
pendent research career, because the principal investigator is in
the lab all the time working shoulder to shoulder with them.
There is a lot of excitement and anticipation about exactly
which direction the laboratory will go.

—Thomas Cech, HHMI

9

Undergraduate students. Undergraduate students may want to work in your lab
because they are curious about research, perhaps because they have talked with
their peers who are having a good experience in a lab and want to find out whether
they should consider graduate study. Or they may be looking for academic credit,
funding, or recommendations for graduate or medical school. Try to select under-
graduates who are motivated to contribute to the productivity of your lab.

Postdocs. It may take two to three years for you to recruit a postdoc with the
desired qualifications. Most postdocs are attracted to more established labs because
these usually are better launching pads for their careers. Nevertheless, some post-
docs might be attracted by your research area, your concern for furthering their
careers, or your institution’s reputation and geographic location. If you have a good
reputation from your own postdoctoral work, you may be able to recruit highly
qualified postdocs right away. Having a policy that allows postdocs to take their
projects, or some aspect of their projects, when they leave your lab is also a potent
recruitment tool.

SCREENING APPLICANTS

Many principal investigators do all the screening for jobs for which scientific
qualifications are important but may rely on HR to do the initial screening for
administrative positions. However, as a beginning investigator, you probably will
not be swamped with applicants, so you may want to screen all the applicants
yourself.

When you review résumés, check skills against qualifications and look for transfer-
able skills. Always review résumés carefully—some applicants may inflate their
experience. Gaps in employment and job-hopping may be signs of problems.
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Tips for Specific Positions

For an applicant to a postdoc position, consider publication guality—not just quan-
tity—and the applicant’s contribution. A first-author citation indicates that the
applicant probably spearheaded the project. A middle-author citation indicates that
the applicant contributed experimental expertise but may have had less to do with
the project’s intellectual construct. Although it may not be realistic for a beginning
investigator, try to find a postdoc with a record of accomplishment—usually two
first-author papers—that indicates he or she will be able to obtain independent
funding;

If a technician has contributed to publications, you should evaluate them to deter-
mine whether the technician has the ability to contribute intellectually as well as
technically to the lab. The résumés of less-experienced lab technicians may not
show a record of contributions to published papers or other indicators of produc-
tivity. Carefully check references to find out about their capabilities.

For a graduate student, speak informally with other people who have worked with
the student, including teaching assistants who may know how the student has per-
formed in a laboratory course. Take the student to lunch and see how articulate,
bright, and energized he or she is. When selecting graduate students and undergrad-
uates, remember that a high grade-point average is no guarantee of success in your

lab.

Check References Directly

For a variety of reasons, including fear of a lawsuit or hurt feelings and concerns
about confidentiality, people rarely write negative letters of recommendation.
Therefore, you need to contact applicants’ references by telephone. You may want
to talk with HR in advance about your institution’s policies on conducting
reference checks.

What to ask a reference. When discussing an applicant with someone who has
provided a reference for him or her:

@ Describe the job and the work atmosphere you want to create.

@ Ask short, open-ended questions, and avoid asking questions to which the
desired response is obvious.

€ You might want to ask, Why is this person leaving? Is he or she reliable?
Would you rehire this person? What are this person’s strengths and weak-
nesses? What are you most disappointed in with respect to this person?

@ Probe for further information, and ask for examples. Do not settle for yes
Of NO ANSWers.

@ Tty to determine whether your lab values are similar to those of the refer-
ence, perhaps by asking about the reference’s lab and philosophy. This
information should help you decide how much weight to give to the
reference.
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Types of Interview Questions

Open-ended questions cannot be answered yes
or no; for example, “Tell me about yourself” The
applicant determines the direction of the answer.

Directive questions solicit information about a
specific point; for example, “What skills do you have
for this position?” The interviewer determines the
focus of the answer.

Reflective questions solicit information about a
past experience that might serve to predict the
applicant’s future performance; for example,
“Describe a time when you demonstrated
initiative.”

Chapter 4 Staffing Your Laboratory

Contact all references. You are trying to
make a decision about someone with whom
you will be spending many of your waking
hours—make sure you get the information
you need. To correct for bias in the
responses of any one reference, make sure
you call all of an applicant’s references,
even those overseas. Don’t rely on e-mail to
make the reference check—you’re unlikely
to get the kind of information you’re look-
ing for.

Sometimes, applicants won’t give the name
of a current supervisor as a reference. If
that is the case, you must respect their
request for confidentiality. However, you
should probably ask why the applicant
doesn’t want you to call. You can also ask
for additional references who can provide
you with information about this person’s
work habits, accomplishments, and history.

Further Screen Applicants by Telephone

You may want to screen promising applicants by telephone before inviting any of
them for a formal interview. As with interviewing references, focus on asking open-
ended questions. For foreign applicants, open-ended questions are particularly help-
ful in determining the person’s ability to communicate effectively in English. The
appendix (page 96) shows a sample outline that can help you in your phone inter-
views with applicants. (Consider developing a similar form for talking to applicants’

references.)

INTERVIEWING APPLICANTS

Invite Applicants to Visit Your Lab

After you have completed the initial screening, narrow your list of potential appli-
cants to a reasonable number of good prospects. Then, invite each person to visit
your lab for a formal interview. Remember, the initial telephone screening interview
is no substitute for this in-person interview. (Your institution may be willing to pay
the travel costs of applicants for a postdoc position.) In addition to the interview
with you, the applicant should meet informally with other members of your lab or,
if this is your first hire, meet with your colleagues, perhaps over lunch or dinner.
Also arrange for the applicant to spend some time with other lab members and col-
leagues without you. For a postdoc position, require that each applicant deliver a
seminar to members of your lab or department, and then get their feedback.

Share your requirements and expectations for the successful applicant with the
other people you have asked to help conduct interviews. This way everyone will be
looking for the same attributes and skills.
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The presentation [postdoc candidates] give to the lab is key. You
can check ont their ability in public speaking, which is impor-
tant becanse in science a lot of times you are a salesperson. 1
usually try to ask them some decently tongh questions—not to
try to stump them, but just to make sure that they can think on
their feet, because you have to do that a lot as a scientist.

—B. Brett Finlay, University of British Columbia

Conduct a Structured Interview

The goal of the structured interview is to use a standardized set of predetermined
questions to gather key information in an efficient, equitable, and nondiscriminatory
manner from all qualified applicants. You want to give each applicant a fair opportu-
nity to compete for the position. Your questions should be

@ Outlined ahead of time so that you ask basically the same questions of
each applicant

@ Job-related and legal (avoid asking personal questions)
@ Short and open-ended, like those used when checking references

@ Focused and designed to elicit information (avoid asking philosophical
questions)

Tailor your follow-up questions to reflect each applicant’s responses and to encout-
age each applicant to provide examples from his or her own experiences.

Topics to Avoid

Most illegal or ill-conceived questions deal with race, color, national origin, sex, reli-
gion, disability, or age. You should not ask about sexual orientation, marital status,
marriage plans, pregnancy or plans for having children, the number and ages of
dependent children, childcare arrangements, or other non-work-related matters.
Remember that job-related questions are the only appropriate means by which to
determine skills and qualifications. Your HR department can provide more guid-
ance on topics to avoid during interviews.

Develop the Interview Questions

As you develop your questions, think about how to determine whether the appli-
cant has the knowledge, technical skills, and personal qualities that you need.
Review the job description you created eatrlier, the applicant’s résumé, and your
notes from your conversations with the references to identify any items or informa-
tion gaps that need clarification in the interview.
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I ask them, “Why do you want to come to this lab? What
interests you? What areas do you want to work in?” 1I'n look-
ing for people who say they want to broaden their horizons, not
those who want to continue doing the same thing.

—B. Brett Finlay, University of British Columbia

29

Sample interview questions. Az the Helm: A Laboratory Navigator by Kathy Barker
(see “Resources,” page 95) contains a list of general questions as well as those
geared for specific laboratory positions and for determining specific personal char-
acteristics. In addition, you may want to tailor the following questions to the posi-
tion for which you are interviewing,

Experience and S kills
@ Tell me about your most significant accomplishments.
@ Tell me the part you played in conducting a specific project or implement-
ing a new approach or technology in your lab.
@ I see you have worked with [insert specific technology or technique]. Tell

me about its features and benefits.

Commitment and Initiative

*

* 6 o o

*

Why do you want to work in my lab?

Where do you see yourself in five years?

What kinds of projects do you want to do? Why?
Tell me how you stay current in your field.

Describe a time when you were in charge of a project and what you feel
you accomplished.

Tell me about a project or situation that required you to take initiative.

Working and Learning Styles

*

¢
L 4
L 4

*

What motivates you at work?
Would you rather work on several projects at a time or on one project?
Do you learn better from books, hands-on experience, or other people?

Tell me about a project that required you to work as part of a team. What
was the outcome of the team’s efforts?

How would you feel about leaving a project for a few hours to help some-
one else?
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@ If you encountered a problem in the lab, would you ask someone for help
or would you try to deal with it yourself?

@ You may be asked to work after hours or on a weekend. Would this be a
problem?

Time Management

@ How do you prioritize your work?
@ What happens when you have two priotities competing for your time?

Decision Making and Problem Solving

@ What is your biggest challenge in your current job? How are you dealing
with it?

@ Tell me about a time when you made a decision that resulted in unintended
(or unexpected) consequences (either good or bad).

@ Give me an example of a situation where you found it necessary to gather
other opinions before you made a decision.

Interpersonal Skills

@ How important is it to you to be liked by your colleagues and why?

@ If you heard through the grapevine that someone didn’t care for you, what
would you do, if anything?

@ Tell me about a situation in which your work was criticized. How did you
rectify the situation?

@ Describe a scientist whom you like and respect. What do you like about
this person?

Cultural differences. You may find yourself considering applicants from different
cultures whose beliefs, such as those about self-promotion, collaboration, and def-
erence, may differ from the beliefs commonly held in the United States. To learn
more about cultural factors, see chapter 5, “Mentoring and Being Mentored.” To
ensure you are considering all candidates fairly, refer to Kathy Barker’s Az the Helm:
A Laboratory Navigator; in that book the author provides a list of useful questions
you might ask a candidate, including the following:

¢ Howdo you feel about getting in front of a group and describing your
personal accomplishments?

@  How would you respond if a more senior lab colleague took credit for your
project?

@ If you did not understand something, would you persist in asking for help
even if the principal investigator got annoyed?
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My favorite questions are, “What do youn want to be doing five
years from now? Ten years from now? What area do you want
to be working in?” These give me an idea of just how mature
[applicants]are in terms of how much they have thought about

what they want to do and how committed they are.

—Gail Cassell, Eli Lilly and Company

29

Tips for Conducting an Interview

*

4

Before you begin, try to make the applicant feel comfortable. Make appro-
priate small talk, offer a beverage, and compliment the applicant on making
it thus far in the selection process. Remember that the applicant is also
deciding whether he or she wants to work for you.

Develop professional rapport, but avoid a social atmosphere:
Explain how the interview will be structured.
Briefly describe the selection process.
Outline the responsibilities for the open position.

Convey your expectations about the job. Include values that may seem
obvious to you, such as your commitment to lab safety and scientific
rigor.

Keep in mind the topics to avoid.

Take brief notes. Record actual answers to questions, not evaluative or
conclusive comments.

Listen carefully. Let the applicant do most of the talking.

Develop a high tolerance for silence. Give the applicant a chance to think
and develop thoughtful answers to your questions.

Give the applicant many chances to ask questions. This will give you some
insight into what is important to him or her.

Never make promises or give commitments, even those that seem innocent
to you.

Ask the applicant about his or her timetable for leaving the current job,
even if you asked it during the telephone interview.
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@ Before ending the interview, do the following:

Give the applicant a chance to add anything else he or she thinks may
be important for you to know in making your decision.

Make the applicant aware of the next steps, such as additional inter-
views and the time frame for hiring,

Thank the applicant for his or her time.

Special Considerations

This section is especially relevant for interviewing technicians, postdocs, and other
professional laboratory staff.

Pregnancy. If, during the interview, a well-qualified applicant tells you she is preg-
nant, remember it is illegal to discriminate against someone because she is preg-
nant. Familiarize yourself with your institution’s policies on maternity leave before
making any statements to the applicant about what length of maternity leave would
be permitted and whether the leave would be paid or unpaid. Similarly, your institu-
tion may have a policy on paternity leave that may apply to an applicant.

Visas. If you are filling a postdoc position and are dealing with foreign applicants,
remember that visa rules and requirements are complex and change frequently.
Some visa types are more desirable from the perspective of the applicant (e.g.,
because they allow for concurrent application for permanent residence in the
United States). Other visa types are more desirable from the perspective of the
employer (e.g., because they are easier to administer). Special concerns for any type
of visa may include visa arrangements for a spouse and other family members,
requirements to return to the home country, and employment implications. Keep in
mind that obtaining a visa can be a very slow and lengthy process. (Obtaining visas
to travel to the United States has become even more time-consuming given
increased U.S. security concerns and clearance.)

Consult HR, your institution’s international office, and your department’s adminis-
trative staff about visa rules and requirements. They can also help you determine
which visa is most appropriate for a given applicant. You can also check the latest
information from the State Department (http://travel.state.govivisalvisa_1750.html)
and the U. S. Citizenship and Immigration Services (formerly the Immigration and
Naturalization Service, http://www.uscis.gov/graphics/index.htm). The site
http://lwww.visalaw.com may be helpful. A brief visa primer also is available in 47
the Helm: A Laboratory Navigator by Kathy Barker.

In addition, try to determine the consequences (for you as well as the applicant) if
poor performance forces you to ask the postdoc to leave your laboratory. Because
this is an extremely complex area of immigration law, it is important that you con-
sult your institution’s HR or legal department and follow their advice.
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EVALUATING APPLICANTS

B ctore you begin evaluating an applicant, make sure that you have all the neces-
sary information. Conduct any reference interviews that you were unable to com-
plete before the interview. Gather opinions from others who have met with the
applicant. As needed, seek guidance from your department and HR.

Maintaining Objectivity
As in any situation that involves interpreting interpersonal behavior, objectivity in
evaluation may be difficult. Nevertheless, try to avoid the following:

¢
*

4

Relying too heavily on first impressions.
Making a decision too early in the interview, before asking all questions.

Downgrading an applicant because of a negative characteristic that is not
relevant to the job itself.

Allowing a positive characteristic to overshadow your perception of all
other traits, sometimes called the “halo effect.”

Judging the applicant in comparison with yourself.

Comparing applicants with one another rather than with the selection crite-
ria (e.g, if you have been interviewing poortly qualified applicants, you may
rate average applicants highly).

Allowing factors not directly related to the interview to influence your esti-
mation of the applicant (e.g, interviewing during times of the day when
you may be tired).

What to Look For

In addition to determining whether the applicant has the qualifications required to
perform well in your lab, you should also keep the following points in mind:

*

Consider the “chemistry.” First and foremost, pay attention to your intu-
itive reaction to the person. Look for a person who is interested in, and
able to get along with, others.

Ascertain whether the applicant is a good fit. Keep in mind that you are
building your team and need people with the skills and personalities to get
things done. Look for people who have a track record of productivity and
have demonstrated an ability to learn new skills.

Seek someone who has a passion for science and a strong work ethic.
Enthusiasm, a can-do attitude, and the willingness to go the extra mile are
critical attributes.

Check the applicant’s career plans. Knowing what the applicant wants to be
doing in 5 or 10 years can give you insight into his or her scientific maturity
and creativity, as well as his or her commitment to a specific research area.
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*

Be certain the applicant is committed to good research practices. Record
keeping and reporting results are even more important now than in the
past because of patent and other legal issues. Insist on the highest level of
scientific integrity from anyone you are considering,

66

If people in the lab had reservations about whether they would
get along with someone, 1 