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Online Resource
• Making the Right Moves: A Practical Guide to Scientific
Management for Postdocs and New Faculty, Second Edition
• Based on workshops co-sponsored by the Burroughs Wellcome Fund
and HHMI
• Collection of practical advice and experiences from seasoned
biomedical investigators and includes chapters on laboratory
leadership, getting funded, project management, and teaching and
course design.
• http://www.hhmi.org/developing-scientists/making-right-moves

Making the Right Moves
• Addendum: Writing a Letter of Recommendation
• Addendum: How to be a Member of an R01 NIH Study Section

Objectives
• Describe the University’s overall administrative structure and
responsibilities, using UF as an example
• Outline the types of faculty appointments and titles
• Outline the faculty governance structure at UF
• Describe UF’s Research Infrastructure
• List the University’s Missions
• Recognize University and College-level expectations for advancement
• Detail the accomplishments that will establish excellence within the
University’s missions
• Review the UF and COM promotion process

Typical University
• Board of Trustees or Board of Regents – highest authority
• President or Chancellor – University’s CEO
•
•
•
•
•
•

Provost or VP for Academic Affairs – University’s Chief Academic Officer
VP for Administration and Finance
VP for Research
VP for Health Sciences
VP for Student Affairs
VP for Development
• Colleges
• Dean
• Department Chairs
• Division Chiefs

At the top: State University System (SUS) of Florida
Board of Governors
(17 members)
Oversees:
13 Universities
>345,000 students

UF Board of Trustees (13 members)
• Sets policy for the institution, and serves as the institution’s legal
owner and final authority
• Holds the institution’s resources in trust
• Is responsible for their efficient and effective use
•
•
•
•

six citizen members appointed by the Governor
five citizen members appointed by the Board of Governors
Chair of the Faculty Senate
President of the Student Body

• Awards tenure on the recommendation of the President

University of Florida
• Florida Board of Governors
• UF Board of Trustees – sets policy, serves as the institution’s legal
owner and final authority
President – Dr. W. Kent Fuchs, 2015 –
is the chief executive officer
•
•
•
•

Background:
Prior Provost, Cornell University
Prior Dean, Dept Chair
Professor of Engineering

University of Florida
• Senior Vice Presidents
• Provost/Senior VP for Academic Affairs – Joe Glover, PhD
• Senior VP for Agriculture and National Resources, leader IFAS – Jack Payne,
PhD
• Senior VP for Health Affairs – David Guzick, MD, PhD
• Senior VP and COO – supervises Division of Business Affairs, Office of HR
Services, Division of IT, Chief Audit Executive – Charles Lane
• Executive Chief of Staff – Winfred Phillips, PhD

• Vice Presidents

University of Florida
• Senior Vice Presidents
• Provost/Senior VP for Academic Affairs – Joe Glover, PhD
• Professor and Chair, Mathematics Department
• Associate Dean in CLAS
• Associate Provost

16 Colleges

University of Florida: Academic Organization
• Colleges

• Schools

• Departments
• Inter-College and Inter-Departmental Institutes or Centers
• Specialized Units
• Experiment Stations
• Research and Education Centers
• Cooperative Extension Service (IFAS)

• All-University Units

• Libraries
• Florida Museum of Natural History
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College of Medicine – Academic Units

9 Basic Science Departments
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Education
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Annual Revenue Sources at a Typical
University

Faculty Governance
• Constitution of the University of Florida
• http://generalcounsel.ufl.edu/media/generalcounselufledu/documents/Const
itution.pdf

Faculty Governance
• Faculty Senate
• Legislative body, forum for mutual exchange of ideas between senior officers
and faculty
• Matters that concern more than one college, school or major academic unit
• Or that are otherwise of general university interest
• Makes rules, regulations and bylaws as it may deem advisable for the
fulfillment of its duties
• Membership
• 150 elected members (each college, IFAS, Libraries, FL Museum of Natural History),
staggered 3 year terms
• Apportioned based on the number of faculty in each unit with a minimum of 2 elected
members from each unit and no unit will have more than 1/6 the total membership

Faculty Governance
• University Councils and Committees
•
•
•
•
•

Senate Operations Committees
Senate Policy Councils
Senate Committees
Joint Committees
Presidential Committees

Faculty Governance
• University Councils and Committees
• Senate Operations Committees
• Steering Committee
• Committee on Committees (recommends addition, reclassification or dissolution of any
senate committee, transformation of presidential committees into joint committees or
visa versa, assignment of committees to Senate Policy Councils as Contributing or
Related Committee
• University Constitution and Regulations Committee
• Senate Nominating Committee

Faculty Governance
• University Councils and Committees
• Senate Operations Committees
• Senate Policy Councils
Academic Policy
Faculty Welfare
Budget
Research and Scholarship – University policies and procedures relating to research and
scholarship, initiatives, strategies, grants and contracts, research infrastructure and
funding
• Academic infrastructure
•
•
•
•

Faculty Governance
• University Councils and Committees
• Senate Operations Committees
• Senate Policy Councils
• Senate Committees
•
•
•
•

Academic Freedom, Tenure, Professional Relations and Standards
Honorary Degrees, Distinguished Alumnus Awards, Memorials Committees
University Libraries Committee
Compensation Committees

Faculty Governance
• University Councils and Committees
•
•
•
•

Senate Operations Committees
Senate Policy Councils
Senate Committees
Joint Committees, established and dissolved jointly by the President and the Senate.
Members appointed by the President and members elected by the Senate.
•
•
•
•
•
•
•
•
•
•
•
•

Academic Assessment Committee
Academic Personnel Board
University Curriculum Committee
General Education Committee
Graduate Council
Lakes, Vegetation and Landscape Committee
Land Use and Facilities Planning Committee
Parking and Transportation Committee
Preservation of Historic Buildings and Sites Committee
Research Policy Committee
Student Petitions Committee
Sustainability Committee

Faculty Governance
• University Councils and Committees
•
•
•
•

Senate Operations Committees
Senate Policy Councils
Senate Committees
Joint Committees, established and dissolved jointly by the President and the Senate.
Members appointed by the President and members elected by the Senate.
• Academic Assessment Committee

• Academic Personnel Board
•
•
•
•
•
•
•
•
•
•

University Curriculum Committee
General Education Committee
Graduate Council
Lakes, Vegetation and Landscape Committee
Land Use and Facilities Planning Committee
Parking and Transportation Committee
Preservation of Historic Buildings and Sites Committee
Research Policy Committee
Student Petitions Committee
Sustainability Committee

Faculty Governance
• University Councils and Committees
•
•
•
•
•

Senate Operations Committees
Senate Policy Councils
Senate Committees
Joint Committees
Presidential Committees – created by, report to, have members appointed by
the president

UF Research

UF Research Offices
• The Division of Sponsored Programs (DSP) facilitates institutional approval for all extramural
proposal submissions, accepts and administers grant awards, and negotiates contracts and other
research-related agreements on behalf of the University of Florida.
• The Division of Research Program Development (DRPD) identifies funding opportunities for
faculty, manages internal funding programs, coordinates the selection of UF’s applicants for
limited submission programs, and assists in planning and coordinating large, interdisciplinary
research initiatives.
• The Division of Research Compliance (DRC) assists faculty, staff and students conduct research in
compliance with applicable research regulatory requirements and institutional policies. The goal
of the Division of Research Compliance is to promote compliance while facilitating research.
• The Office of Technology Licensing transfers UF discoveries from the laboratory to the market to
make the world a better place. OTL staff are dedicated to assisting UF employees who feel they
have something new and useful, with patent potential.
• The University of Florida Research Foundation is a non-profit, direct-support organization that
manages the university’s royalty and licensing enterprise. Other Research-Related offices include
OTL and Contracts and Grants Accounting.

Clinical Research Navigation and Regulatory
Assistance – UF CTSI
• Research Project Navigators
• IRB
• Research Administration and Compliance
• ClinicalTrials.gov
• IND/IDE Assistance
• Quality Assurance Services
• Research Ethics Consulting
• Research Subject Advocate

Design, Data, Informatics and IT - CTSI
• Study Design – Design Studio Sessions
• Data Analysis
•
•
•
•

Statistical consulting
Programming
Data management
Data entry

• REDCap
• Integrated Data Repository
• Informatics Consulting

CTSI Recruitment Services
• Research Match
• UF StudyConnect

• For more: https://www.ctsi.ufl.edu

Other Key Research Resources
• Use and Care of Animals
• IACUC - a federally mandated committee, qualified through the experience and
expertise of its members, that oversees its institution’s animal program,
facilities, and procedures
• https://iacuc.ufl.edu/

• Environmental Health & Safety
• Radiation, biological and chemical safety
• http://www.ehs.ufl.edu/

• Research subjects protection,
• Institutional Review Board http://irb.ufl.edu/
• HIPAA UF Privacy Officer: Elizabeth White, JD http://privacy.health.ufl.edu

Government Agency Web Sites
• Office for Human Research Protections, Department of Health and Human Services (DHHS)
• http://www.hhs.gov/ohrp/
• 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://www.ori.dhhs.gov
• 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 conduct of research
through educational, preventive, and regulatory activities.

• National Institutes of Health Stem Cell Research

• http://www.ninds.nih.gov/stemcells
• policies and requirements for research on human stem cells and guidance for investigators and IRBs.

• U.S. Food and Drug Administration (FDA): Guidance for Institutional Review Boards and Clinical
Investigators, 1998 Update
• http://www.fda.gov/oc/ohrt/irbs
• FDA’s current guidance on the protection of human subjects of research

• See other Private-Sector Web sites, listed on page 34 of the HHMI resource document

Career Planning
Planning for Promotion/Tenure

UF COM Tenure/Promotion


Awarded based on a record of



Superior achievement (Excellence/Distinction)
In the major academic missions




Teaching: instruction, including classroom teaching and distance/executive/continuing education,
direction of theses and dissertations, academic advisement, extension education programs
Research: Research or other creative activity including peer-reviewed publications
Service: Public and professional – required of all, but not in itself a basis for promotion or tenure


Patient Care: considered within the broad scope of service for UF, but 4th mission for COM

Important Concepts


Professor = Teacher





Tenure Track (UF)





Faculty with title of professor must “profess”
Teaching assignment is needed – including Research Professor
No “modifier” before title
Assistant Professor, Associate Professor, Professor

If non-tenure track, UF uses a “modifier” or different
title






Clinical Asst Professor, Clinical Assoc Professor, Clinical Professor
Research Asst Prof, Research Assoc Prof, Res Prof
Asst Scientist, Assoc Scientist, Scientist
Lecturer, Senior Lecturer, Master Lecturer
Asst Scholar, Assoc Scholar, Scholar

COM practice (policy)


Title “modifier” does not have to be used for any
documents or labels


Except for official UF use, e.g. in your letter of offer, or the title
on the cover page of your promotion packet

How do faculty succeed?





UF Missions:
1. Research
2. Education
3. Service – required of all, but not itself a
basis for promotion
4. Patient Care (component of Service for UF, a
primary mission for COM)
Align your effort and assignment!
Success will be assessed based on accomplishments per
assigned effort

1. Research Mission



Investigation
Discovery





Including inventions, patents

Scholarship
Manifest by publications, presentations, research funding,
external evaluations of impact

2. Teaching Mission


Excellence in teaching




Student and peer evaluations
Educational supervisor letter
Learner outcomes









Board scores
Attaining degrees
Establishing independent research careers

Teaching awards and honors
Mentoring
Role and impact within in educational societies
Educational scholarship

3. Service



Expected of all faculty citizenship + recognition
However: “service” leadership in education, patient care or
research should be assigned in the areas of education, patient
care or research





E.g. Residency director = assignment in Teaching
Director of a clinical service = assign in Clinical

Administrative roles like Division Chief, Department Chair
cannot be used to assess excellence toward advancement


Promotion can only be awarded for contributions to your
academic missions of Research, Teaching, Clinical

Service



Professional and public service contributions that advance the
internal and external missions of UF are considered
Internal advancement of the missions of the University:
 Service on Faculty Council or Faculty Senate
 Mentoring of junior faculty
 Service or leadership on Departmental committees
 Contributions as a faculty member in the operation,
development and improvement of the Department or COM
 Service or leadership on search committees
 Program development that enhances diversity
 Etc.

Service


External enhancement of the local, regional, or national
academic reputation of the University:












Participation in the committees and governance of regional or national
professional societies
Participation in committees and bodies advisory to government agencies
and foundations
Service to the lay community through education or consultation
Creative scholarly contributions to the administrative discipline
Presentations outside of the institution about the activities of the
educational, discovery or patient care missions of the COM
Publication, including within the news media and professional arena, about
administrative decisions and outcomes.
Documentation of community professional service exceeding what most
faculty do in their professional capacity, such as taking care of indigent
patients at external sites and/or participating in local charities
Evidence that Community Professional Service makes a substantial
contribution to the health of the community over and above the
individual’s clinical activity
Etc.

COM Review -- Research and Scholarship






Scholarly publications and research productivity (laboratory, clinical or
educational) should be evaluated for its originality, scientific competence and
convincing documentation.
Original publications – senior authorship, quality of peer-reviewed journals and
impact on field, in addition to actual number (minimum average of approx. 2
per year)
For faculty with a major research assignment (and all on the tenure track),
there should be strong evidence of peer-reviewed external funding

COM: Other Scholarship (Educational)







Development of new curricula, teaching materials, textbooks, clinical training
materials, video and audio materials. Material adopted by other universities or
used nationally by practicing physicians are considered especially noteworthy
Program development for educational or other purposes
Publication of textbooks, book chapters and review articles
Development of information technology such as interactive computer
programs, web-based teaching sites and innovative teaching programs
Invited presentations at national and international academic or scientific
meetings

COM: Teaching





Teaching evaluations must achieve or exceed the departmental average
Positive evaluation of performance in academic advisement and
mentoring of students and the direction of theses and dissertations for
faculty appointed to the Graduate Faculty
Positive evaluation of the career development of residents and
clinical fellows, esp. development of academic clinicians who receive faculty
appointments at “prestigious universities”

COM: Patient Care
There must be evidence of excellence in patient care, as demonstrated by
student, resident and fellow evaluations. Other documentation can be
supplied by receipt of clinical awards
Local, regional, or national recognition by peers as an excellent
clinician or consultant; evidence of a high level of competence and
accomplishment in clinical service
Development and maintenance of clinical skills and/or programs that provide
unique local or regional services; programs highly evaluated by patients or
programs that measurably improve patient outcomes

UF Tenure - Track


All tenure track faculty will have some portion of their time
assigned to research unless alternative assignments are
approved in advance by the appropriate dean and senior VP



Each faculty member shall be given assignments that provide
equitable opportunities, in relation to other faculty members
in the same department, to meet the required criteria for
promotion, tenure and permanent status.



Changes in evaluation criteria shall not become effective until
one year following adoption of the changes

UF: Tenure and Promotion


In most cases, require distinction in at least 2 areas,
one of which shall be that of the faculty member’s
primary responsibility, and those areas should be
teaching and research






Unless the faculty member has a primary assignment that
reflects other responsibilities

Merit should be regarded as more important that variety
of activity
Distinction is defined by the University and clarified by
each college and department
Tenure is normally held in an academic department, for
faculty but not administrative positions.

Timing


A faculty member in an eligible position must request to be nominated for
tenure by the beginning of the last year of the tenure probationary period
(July 1st), although consideration is given when the candidate’s record is ready
(determined by the faculty member in consultation with the chair) – “tenure
when ready”


Tenure probationary period = 10 yrs for COM


Law = 6 yrs,Vet Med = 6 yrs, Engineering = 6 yrs



Non-Tenure Accruing Positions: no official clock



“Usual” promotion



5-7 years for tenure track
6-7 years for multi-mission track

Tenure


UF Regulation 7.019(2)(a) includes the following statement on tenure:
“[Tenure] assures the faculty member immunity from reprisals or threats due
to an intellectual position or belief which may be unpopular.”



Tenure is a lifetime commitment by an institution to an individual. The bar to
achieve tenure is higher than for hiring or promotion.



Tenure does not guarantee one’s position (job description) or salary

Tenure at UF


“A faculty member who has been granted tenure by the Board of Trustees (or the
Board of Regents prior to July 1, 2001) shall have the status of a permanent member
of the faculty and remain in the employment of the University until the faculty
member:









l. Voluntarily leaves the employment of the institution; or
2.Voluntarily retires; or
3. Is dismissed for cause under the provisions of University of Florida Regulation 7.048, or an
applicable Collective Bargaining Agreement for faculty members in a bargaining unit, which
govern the termination of faculty employment; or
4. Is discontinued from employment pursuant to the layoff provisions of University regulations
or an applicable Collective Bargaining Agreement for faculty members in a bargaining unit; or
5. dies

Tenure may be revoked for incompetence or misconduct

Overview of the Current UF Promotion Process


Departmental Vote – by all at or above rank




College Vote “Fact-Finding Committees”







Endorsing or indicating lack of endorsement for the nomination

University Vote: Academic Personnel Board




Associate Professor Committee
Professor Committee

Dean reviews must sign the packet cover sheet




Negative and abstaining votes are viewed poorly, if >20% must be explained by chair’s letter

One representative from the HSC

President makes the final promotion decision – recommends tenure decision to
Board of Trustees
Board of Trustees makes tenure decision in June

Packet Requirements





Completion of 33 items in correct format (see faculty affairs and UF provost
websites) – online version piloted for 2011-12 in COD
Letter from Chair (must be shared with candidate)
Annual chair evaluation letters for last 5 years
Solicited letters of evaluation






½ from “outside” – not at UF or within previous 10 years
Should be from individuals who do not have a personal relationship with the
candidate
Those writing letters also submit their biosketches
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How to gain national reputation?



Publish!
 Review manuscripts when asked
Scientific excellence




Grants, Presentations, Study Sections, Editorial roles

Join your professional society(ies)
 Volunteer

for committee work
Do what is asked, in a timely manner
Start with local or regional
 Volunteer to grade abstracts
 Put forth program ideas for scientific sessions

Who you should know
Department Chair
Division Chief
Full Professors in your own Department or Division
Other Senior Faculty
Colleagues who may be research collaborators
Colleagues knowledgeable about your research – including health and
safety risks
• Colleagues/Mentors who can advise you about UF (and COM) policies
• Business manager
• Research/Grants manager
•
•
•
•
•
•

Suggested Timeline: Year 1
• Set up your lab as soon as possible. Try 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.
• Learn your institution’s ground rules for promotion/tenure.
http://Facultyaffairs.med.ufl.edu
• Identify a faculty mentor if you are not automatically matched with one.
You need one who is effective in helping you wade through department
politics and protocol.
• You may need an unofficial mentor if the official one disappoints you. In this case, be
tactful.
• Be sure you have a research/content mentor

Access Your P&T packet template:


www.my.ufl.edu





Login
Main Menu
My Self Service
UF Faculty Promotion & Tenure

Suggested Timeline: Year 1, continued
• Get to work. If appropriate, write up your postdoctoral research and
submit it to a journal.
• Develop your IDP (Individual Development Plan)
• Enter the “grantsmanship” game.

• You may want to start by applying for small grants ($5,000 to $25,000) from your
own institution or from other sources to test the waters as you begin work on your
major R01 grant submission. CTSI Pilot awards, Gatorade funds, etc.

• 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 early in your career. (See chapter 6, “Time
Management.”) In general, it is a good idea to ask your mentor before accepting to
sit on any committee.

Suggested Timeline: Year 2
• Try 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 colleagues
to review your proposal.
• Participate in K writing or K to R workshops or Grant-Writing course(s)
• 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
evaluation forms at the end of each course.
• You may want to create your own simple 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.”)
• Peer teaching evaluations

Suggested Timeline – Year 3
• Prepare for mid-cycle review – you should have a working promotion
packet (OPT)
• 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. Attend a promotion seminar or workshop.
• If your R01 was not funded, resubmit it and have a plan for backup funding.
• (See HHMI Chapter 9, “Getting Funded.”)

Suggested Timeline – Years 4,5,6
• 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 occurring, take steps to gain exposure, perhaps by suggesting a session
on your subspecialty at a national meeting. (See HHMI 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.

Useful suggestions – HHMI Making the Right
Moves
• Setting up your Lab (p. 44)
• Timeline for Physician Scientists (p. 45-46)

Resources


http://facultyaffairs.med.ufl.edu



Tab Resources
 Tenure and Promotion
 List of all documents
 Link to OPT tutorial

Office of Faculty Affairs, 294-5343
 UF Academic Affairs





http://www.aa.ufl.edu/tenure
A list of all departmental OPT administrators can be found at
https://connect.ufl.edu/aa/Provost/PT/Lists/PTAdmins/AllItems.aspx

