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1. Intr oduction.

Thesucces®f foolsin the university world is oneof God's greatmysteries.
(JohnGardnerTheArt of Fiction, Chapten.1.)

This pamphletoffers adviceon obtainingtenureat an academianstitution, in a process
usuallyreferredto as“earning” tenure.However, tenureis lik e therain of Godthatfallson
thegoodandthebadalike. Busyyoungworker beesatauniversitymaynotunderstandhe
requiredrituals;they caneasilymake mistakesthatcould be avoided. Oftenthe untenured
getlittle (or pooror contradictory)advicefrom their tenuredcolleaguesSothis pamphlet
offersmoreadvice;you'll haveto decidewhatit' sworth.



First,you,theuntenuredacultymembeyshouldunderstandhatthereis nosubstitute
for quality. Your co-workersneedhardlyany excuseto dery youtenure but they canoften
useclearreasondor grantingit, andexcellencein researci{especiallyat betterschools),
in teachingandto alesserextentin servicearethe factorsthatwill win tenurefor faculty
in casesvherepolitics or personalitieglon't overwhelmthe processYou mustmake your
colleagueshink thatthesereasonspplyto you.

An apprenticemagicianwill be eatenalive if he calls a demonwith a hexagram
insteadof a pentagramThe procesof tenureis similar, whereary misstepcancausethe
magicto fail. In therestof your life, youwill seldombein suchamine eld of trip wires
andexplosive devices,all setto keepyou from gettingtenure.

Thusyou mustavoid thosesimplemistales,someobviousandsomelessso, thatwill
resultin a negative tenuredecisionin borderlinecases Evena strongcandidatecanspoll
hischancesvith thesameanmistakes.Moreimportantly therearestratgiesthatwill increase
your chanceof tenure.My rst advice:You mustnotappeato befollowing a “strategy to
increaseyour tenurechances. Insteadyou mustappeailnnocentandguileless—drantic
worker bee.

As ayoungassistanprofessoyoushouldpicturearoom lled with tenuredaculty—
whatever groupmakesthe decisionat your university—gatheretb decidethetenureissue
in your case. Usually in suchan assemblynothingis too trivial to bring up. The most
innocent-seemingemarkor act from yearsago may be mentionedas a reasonto dery
tenure. Yearsof nearin nite effort on someprojectmay not be consideredat all. The
recommendationshouldbe clear:you mustavoid trivial actsor remarkshatmaykill you
at tenuretime, and you want to focus your efforts on actvities that will be appreciated
by the speci c committeeat your institution. Wheneer you dealwith a tenuredfaculty
membey or with faculty likely to gettenurebeforeyou do, picturethe room asif before
your eyes. Imaginea colleague,one you thoughtto be a friend, repeating,distorting,
transformingyour wordsfrom long ago. Be carefulaboutwhatyou say;be cautiousabout
whatyou do—all thewhile seemingo be openandspontaneous.

Noticethecontrasbetweertenureandobtaininga Ph.D.degree.Despitethesimilar-
ities, therearesigni cant differencesFor a Ph.D.candidatethe quality of the dissertation
researchs everything, mainly asperceved by a singleadvisorwho knows the candidate
well. Theres no vote by all the faculty Evena vote by a nal examinationcommittee
is usuallya formality. A candidatewith a strongsenioradvisorcanhave mary enemies
within thedepartmentHe neednot bea goodteacher—heloesnt evenneedto take baths.
For tenure however, you needstrongandwide support.A singlepowerful facultymember
canruin your chancesYour nemesisouldbeanenemyor hemight hardlyknow you and
justbehaving abadday

2. Principles and Perceptions.

A prince neednot haveall the good qualities| mentionedbut he shouldcertainly
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appearto havethem.(Niccolo Machiavelli, ThePrince, Part XVIII.)

| failedto graspthattheimportantthingin thetenure decisionrwouldnotbereality
but theadministation's perceptionof reality If there are honestandethicalways
for youto tilt thatperceptionin yourfavor, by all meansio so.
(DanaMackenzie, TheTenute ChasePapers, 1. Prehistory)

Youngfacultycommonlyresoleto standby their principles.They will notplay arny tenure
games. They will not jump througharny hoops. They will not bendary rules or look
the otherway when a seniorfaculty member(or one of his studentsor associatesfloes
somethingvrong. They aregoingto actnaturally bethemseles,work hard,andmaintain
a strict codeof ethics.If sucha personpursuesxcellencein researctandteachingheor
shemaydowell andmaygettenure.The stratgy of having no stratgly maywork out ne.
But a stubborninsistenceon “principles” often leadsto disaster Sometimeghesepeople
pursueresearchin anareaor of a type thatis completelyout of favor in the department.
Sometimeghey getmadat a lazy classof undegraduatesand unk mostof them(or try
to—the schoolwill usuallyintervene). Sometimeghey call attentionto the de ciencies
of aaseniorfaculty member Sometimeshey refuseto signa crucialletter of support,or
areunwilling to let a seniorfaculty membersign on to their grantor their article without
makingary contritution. In the presencef extraordinaryability, they maystill survive (as
ayoungAlbert Einstein).Otherwisethey bouncedown to aweakschoolor endup with no
academi@appointmenttall.

Young untenuredfaculty are often asked to skirt a ne line: betweentoleratingor
condoningactiity thatis at leastborderlineunethical,andactuallyengagingn suchun-
ethicalbehaior. The rst sideof theline cangetyou tenureandthe secondcansendyou
down thetoilet.

In this pamphlet regularly talk about‘perceptions, asfor example:*Y ourteaching
mustbe perceivedasgood’ Youngfacultymay nd suchanattitudeirritating, evenoffen-
sive. A gooduntenuredaculty memberwill planto have anexcellentresearclprogram
andto be anexcellentteachernever mind any perceptiondy others.The problemis that
perceptionsare what countat tenurereview time. Evenif onearguesthathardevidence
may be moreimportant,onestill mustdealwith how the evidenceis perceived

Most young faculty are amateursat this businessby de nition, but the masterat
gettingtenurewill appearprincipledto onegroupof faculty andwill appear‘ e xible” to
anothergroup.

3. The ThreeBiggestMistakes.

They hadnotsaileda league a league
A leaguebut barelythreg
Until sheespiedhis clovenfoot,



Andsheweptright bitterly.
(Author Unknown, TheDemonLover.)

Therearethreemistalesto avoid thatjunior faculty oftenmalke. | will list themhereand
gointo moredetailin subsequerdgections Any oneof thesethreemistakescanbedeathto
ajunior facultymember

Donotgetthe“bad teader” label. Youmustnotacquiresuchalabel. Especiallybad
is to getlarge numbersof studentsaangry You needto befairly popularwith studentsand
you mustnot unk largenumber=f themor do anything elsethatwill generateomplaints
andbadevaluations. Faculty mustnot think you aretoo hard,too easy or unreasonable.
Bestis to bedemandindthatis, seento be)but to coaxstudentshroughtheir courseswith
decenigrades.

Do notgetseniorfacultymadat you. Never mind thereasonyou mustnotgetsenior
faculty angry any more thanstudents. A university is a seethingmorassof jealousies,
and easily-hurtfeelings. If a tenuredfaculty memberstepson your toes( guratively or
literally), you shouldapologizeto him (or to the rare her). And hearen helpyou if you
shouldstepontenuredoes.Supposeg/ou write abadreview of anarticle,not noticingthat
the fth authoris in your departmentin sucha caseyou hustledown to their of ce andeat
yourwords.

Much more seriousand dif cult to copewith are the variousdemandghat senior
faculty might make on you asa nevcomer You mustgive into their demandsasmuchas
possiblewithout doingyourselfharmin otherways.

Do notgetyourreseach off to a slowstart. It's very dif cult to recoverfrom aslow
start. For example,if you geta review at the endof the third year calling your research
“inadequaté, you'd bestconcentraten gettinga job elsavhere.Evenif you startrunning
twice asfast,they will still nd faultwith youattenurereview time. (Typically, effort after
the badreview will be discounted:“Well of coursehe worked harder) Grantsaremuch
harderto getif you wait a coupleof yearsbeforediggingin. In someareaghereis sucha
lag betweencarryingout the work andseeingit in print, thatyou mustnot wastethe rst
few years.

Someof my experienceccolleaguesnight disagreewith the above threecateyories.
They mightsay “The mainreasoryoungfacultyfail to gettenureis aninadequateesearch
program,accordingo the standard®f the schooland eld. A researclstaralmostalways
getstenure,evenin the presencef mary faults. Someoneawith aweakresearchprogram
oftenhasno chanceno matterhow goodateachethey are,no matterhow hardthey work,
nomatterhow muchservicethey give,or how muchthey compromiseheir principles: All
thisis true,but | don't necessarilyegarda weakresearchprogramasa “mistake” Young
facultyareoftendoingaswell asthey can.Advice thatthey mustgetamajorgrant,publish
in atopjournal,or getalliterary awardis not helpful. Anybodyknows they shoulddo this
if they can. You cantell themthatthey needto concentraten researchto applyfor more
grants,andto sendout moreatrticles.



4. Be a Good Reseacher.

Basicreseach is like shootingan arrow into the air and, where it lands, paintinga
target. (HomerAdkins.)

As mentionedearlier, this is usuallythe mostimportantcriterion for tenure. Two aspects
arecrucial:

Make timefor reseach. Youmustgiveyourresearctahigh priority. Earlyin my own
careerl would nd myselfwith severalhoursfree at night while everyoneelseslept,and
with amorningclassto prepardor. | would work on my researchihatnightandfrantically
malke up alectureonthetrolly ride to schoolthe next morning.| haddecidednotto strive
for the“bestpossibldecture” Anotherstratey is to give yourselfarti cial deadlinessuch
asresolvingto senda paperto a conferencevith aspeci ¢ datefor submission.

Find out local reseach expectations.Thesevary widely with eld of specialization
andwith the school,so it is essentiathat you inform yourselfaboutlocal attitudesand
expectations.How aredifferentkinds of publicationsregarded suchasscholarlyarticles
in journals,paperspresentedat conferencestalks at conferencestesearchmonographs,
populararticlesandbooks,advancedtextbooks,and elementarytextbooks?For example,
in someresearch-orientedepartmentseven an advancedtextbook countsfor nothingin
theresearclcategory. Similarly, how importantis grantsupportat your school,andwill
you get“credit” for supportfrom industry?

Next | give alonglist of additionalpointsto consideraboutyour research.

Getyourreseach startedright away Theimportanceof aquick startwashighlighted
in the previous sectionandcanhardly be overstated Time goesby very quickly.

Produceevidence You must have evidenceof a successfuresearchprogram—
usually scholarlypublicationsand grants. Even a verbal promiseof one of thesecounts
for nothing: you needat leasta formal letter of acceptancer award.

Keepyourworkcon nedto a narrow eld. Youwantto berecognizedasanexpertin
someeld, evenif it isaverynarrov one.Keepin mindthatthey will alsocriticize youfor
too narrav anarea.Obviously it would be betterto berecognizedasan expertin a broad
areaor in severalareashput thatis usuallynot possiblefor a nev youngresearcher

Publish scholarly work. You must have publications,the more the better though
eachindividual publicationmustbe sound,or elsethe seniorfaculty canalsoattackyou
on this score. The standardhow is the MPU: the “Minimum PublishableUnit,” thatis,
the smallestportion of your researctthatyou canget published—amnethodfor gettingas
mary publicationsaspossiblefrom agiven x edamountof researchAgain, it is betterto
publishin anarrav areathanto have scattershopublicationsn severalareas.Theproblem
is thatwith a x ednumberof publications,f they arescatteredheremaybe no onewho
knows you well. Bewareof seniorfacultytrying to getincludedasco-authors.

In some elds of study you will needbooksinsteadof individual shorterarticles.
The normalplaceto publishis in oneof the academigressesandyou shouldbe aware
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thatit hasgottenmuchharderto getabookpublishedn oneof thesepressesEveryoneup
for tenureneeddo publishin suchanoutlet,andthe pressesire ooded with submissions.
Bestwould be to have aninsideline on a press,althougheven this no longerguarantees
publication.

Obtainreseach grants. Often grantsareessentialput do not spendtoo muchtime
preparinggrantapplications Of courseary applicationmustbe soundandreasonablebut
it is alsoimportantto get out a numberof applications. (Wagners Law of Grants: The
awarding of grantsis a randomvariable that mustbe sampledbftenfor succes$.Beware
of seniorfacultytelling you thatyou getsigni cant creditjust for grantapplications even
unsuccessfubnes. Usually they arelying; you needlots of applicationssothatyou have
morechanceof successOnly succesgounts;in fact,afterawhile unsuccessfujrantswill
weigh on you like a deathshroud. Don't be reluctantto contactprogramdirectorsand
askquestionsaboutthe kind of researchhey areinterestedn. Beware of seniorfaculty
trying to getlistedaspartof your grant,but advicefrom seniorresearchersyhetheratyour
schoolor not, canbe very helpful.

In writing agrantproposalyou needto beoptimisticaboutthe expectedesults.You
cant expectthoseevaluatingthe grantto think highly of your work if you yourselfdon't
actasif theresultswill beimportant. In fact,a “grantsmanshiptesearcheoncetold me
thatyou have to hypethe possiblebene ts of your work right up to the point wherethe
evaluatorlaughs;if helaughsyoulose,but otherwiseyou're doingit right.

Write grant proposalsfor reseach alreadycompleted.This is for expertsonly. You
proposeto do researctthatyou have alreadydone. If you getthe grant,you will be able
to meetall your goalsbecausegou have alreadydoneso. During thetime of the grantyou
completework for the next grant.

Createa moveablereseach program. Eventhoughconcentratingon local expecta-
tions,keepin mind thatyou mayneedto getajob elsavhere,andsoyou needresearclihat
will bewelcomedat otherschoolsalso.

Watch for changingreseach expectations.Researctstandard®ften raceaheadof
youngfaculty. It is a big mistalke to think thatyour researchs “good enough”becausef
standardsppliedin the pastor becausef statements&boutexpectations.Faculty often
resol\e to raise standardspr they may changetheir minds aboutthe real expectations.
Be especiallycareful of excessve praiseof your researchfrom seniorfaculty—attenure
review time thesefaculty may have higher standardghanthey indicatedearlier or they
may have turnedinto enemies.

Make yourself known. For your tenurereview you will needreferenceselatedto
your scholarlywork. Thisis anotherreasorfor focusingyourresearcmarrovly. In theend
you may alsousethesecontactgo helpyou getanothefob.

Attendconfeences.You mustgo to scholarlyconferencesgvenif you have to pay
your own way. Thiswill help make you known, andwill make moreof animpressiornon
your seniorcolleaguesin some elds you cangeta conferencgroceedingpaperaswell
asa laterjournal article on the samework, expandingyour publicationlist. (You should



cleverly give thejournalarticle a differenttitle, with someavhatdifferentcontent,although
this commonstratg)y canback re.) Beinga memberof a conferencecommitteeis also
helpful,andbeingthe chair of sucha committees oftena specialbonus.

Work with students.Dependingon the eld, it may be desirable or even essential,
for youto work with graduatestudentsespeciallydirectingPh.D.studentsastheir advisor
Thereare very complicatedissueshere,including possiblejealousyby seniorfaculty of
your successn gettinga goodstudentto work for you. However, in someareasandpar
ticularly at goodschools,you may needa batchof your own studentslaveswho canhelp
you grind out research.They canalsosignup for your coursesanddo scutwork for you.
Of courseyou mustnot steala seniorfaculty members studentandif oneof themsteals
a studentof yours,you complainat your peril. At someschoolsit canalsomake you look
very goodto carryoutresearchvith undegraduatestudentsin all casesheresearcmeeds
to be publishedto make agoodimpression.

Avoidirregularities. Any hint of real problemswith your researchsuchasunethical
practicesfabricatedesults,or claimsthatarenot substantiatedanbe deadly You should
be carefulin how you spendyour grantmoney.

Wrong: “I usedmy grantmoney for extrasummeirsalaryandto supportmy
trip to Hawaii for aconferencé.

Deadly: “In my research needto usevideorecordingssol spentmy grant
money for abig-screenTV andacouchin my of ce. ”

Right: “I usedthe grantmoney to supporttwo promisingstudentsduring
thesummeyandwe got ajoint publicationout of it.”

Don't slow downtoward the end. The perceptionthat you are slackingoff the last
yearcanbedetrimental Also undesirablés the perceptiorthatyou arefrantically working
just becauseof the comingtenurereview. Bestis to give the impressionthat you are a
very hard-working, productve, successfutesearchewho will continueworking through-
out your career Beware eventhe time after the departmentecommendationkave been
madeandpassedip theline. (The upperlevel administratorsnight still askfor clari ca-
tions, furtheropinions,andsoforth.)

5. Be Perceived asa Good Teacher
Provost(P) to Faculty Member(FM) regarding “uneven” teading evaluations:

P: Thebetterthestudentthe betterthe evaluation.
FM: (Notsaidaloud.) Duh Whatelseis new? That's thewayit alwayswasand
alwayswill be
P: Thatsugeststhat youneedto react out more skillfully to thewealer students.

(DanaMackenzie, TheTenute ChasePapers, 1. Prehistory)
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Notice the contrastof this sectiontitle with the previous one. Successfulesearchmust
be quanti able and demonstrableand preferablyunequvocal. In contrast,evaluationof
teachings nehulous,with norigid standards.

Find outlocal expectationsAs with researclit is important(thoughnot asessential)
to learnthe local expectations.This includesthe normalfaculty expectationof students,
faculty expectation®f how a courseshouldbetaught,andstudentexpectationsvhenthey
take a course. Studentscanbe conserative andmay resenta new teachemwho teachesa
coursen adifferentway from whatthey expect.

Don't betoo hard. Thisis the mostcommonmistale, especiallywhendealingwith
non-majors. New faculty often overestimatethe capabilitiesof students. For example,
supposeyou are at a ski/party schoolwith a decentgraduateprogram. You have a lazy
classof undegraduatesPushthem, challengethem,evenwithhold goodgrades put you
mustnot unk half of them.

Don't betoo easy At weakschoolsandeven somegoodonesbeingeasyis not a
badroute, especiallyif thereareno complaints. At betterschoolsyou needto challenge
studentswith interesting,worthwhile material. The key is this: you don't want senior
faculty thinking you aretoo easy For example,considera courseat a good schoolthat
hasnt beentaughtwell lately—say it' s beentoo easy Suppose/ou tightenup standards,
make the coursemuch harder but more worthwhile and challenging. If you are careful,
don't getthe studentamad,don't generatea ood of complaints,thenthis could make a
very goodimpression.At a goodschool,a limited numberof “too hard” complaintscan
actuallyreassurehoseabore you thatyou aredoinga goodandconscientiougob.

Make studentghink youare fair. Theopposites deadly If studentgperceve youas
unfair, they may generateseriouscomplaints. For example,supposea studentcomplains
aboutthe gradingof anexam,whethent wasyour gradingor the gradingof ateachingas-
sistant.Thenaturalreactionis to explainwhy hegotmorepointsthanhe desered. Instead
seriouslyconsidetthefollowing strateyy: listencarefullyandattentively to his complaints,
andthentry throwing him a few points. As anotherexample,considerthat a single un-
reasonablstudentandevery schoolhasthem)candestry anuntenuredaculty member
Suppose studentknown to be crazymakesanunreasonabldemand.Try compromising.
You'll not likely be calleda wimp by otherfaculty. (In this casethey won't even know
abouttheincident.) The alternatve canbe horrible: lettersto the chairmananddean,pe-
titions by studentyorganizedby the crazy student),andso forth. The advice: standon
principle after you gettenure. Sometimesn dealingwith a crazy studentyou needhelp
from thoseabove you. Evenhereyou wantto seemlik e someonevith in nite patience.

Get good studentevaluations. Otherthings being equal, it' s always betterto have
goodevaluations Checkoutthe evaluationform aheadf time. Whenplanningthecourse,
seeif you cant helpwith someof the questionsFor example,if the questionnairédocuses
on “courseorganizatiori, try to do up a syllabus beforeclassesstart. (A goodideain
ary event.) It will helpwith evaluationsf you make your expectationssclearaspossible,



spellingoutthebasisfor thegrade andexplainingon assignmentsxactly whatis required.
During the courseyou shouldtry not to have academicsurpriseswhich studentshate.
(“Youall shouldhave known thattherewasanexamtoday sinceit' s onthe syllabus’)

Corvince betterstudentghat your courseis good. Seniorfaculty frequentlycheck
how goodateacheis by askinggoodstudentdiow the coursewent. They alsolistento the
complaintsof goodstudentsaaboutateacher

Becarefulif youareteadinga seniorfacultymembers“pet” course Oftenasenior
faculty memberwill have taughta certaincoursemary times. He may resentyou for
teachinghe courseatall, andhemay complainif youteachit differentlyfrom his method.
You shouldlook up pastteachersandif this situationis occurring,askthefacultymember
for adviceaboutthe course (Thedown side:you have to follow his advice.)

Beware of teamteading. This worksall right if the otherteammemberis a friend
andajunior facultymembeybut otherwisetherecanbe problems Especiallydangerouss
to teamteachwith anold seniorfaculty membeysayonenearretirement.

Formalversusinformal criteria. Many schoolshave speci c written criteriafor eval-
uating teaching,often using teachingevaluations. Seniorfaculty at thesesameschools
often usetheir own anecdotakvidencein decidingaboutteaching. Thusit isn't enough
justto dowell ontheformal criteria.

Givegoodhomaevork setsandgoodexams,all in writing. Thisis anothemway to get
somevisibility. Seniorfacultymay occasionallyseeyour handoutsor hearaboutthem.

Be ontime meetall your classesdon't let classout early, be availableto students.
Thisis all obvious, but someyoungfacultydon't realizehow terribleit is for their reputa-
tion to missaclasswithoutnotifying thestudents(Thesestudentsill goto thedepartment
of ce, askingwheretheteacheis.)

Atreseach sdools,don't appearto emphasizéeadingtoomud. At mary research-
orientedschoolsthe perceptiorthatyou're ngglectingresearchn favor of teachingmakes
youlook likesomeonavhowill notdevelopinto aresearclsuperstarThisis morecommon
thanyoungfaculty might believe. Seniorfaculty wantto seetheir new colleaguesioing
a goodjob in teachingwithout spendingtoo muchtime onit. They wantthe new young
facultymembergo spendmostof theirtime onresearch.

Gethelpwith yourteading. If yourschoolemphasizeteachingpr if yourteachings
percevedasa problem,you shouldseekformal help,ideally from afriendly seniorfaculty
memberactingasateachingmentor Therearetwo goalshere:to improve your teaching,
andto give theimpressiorthatyou areconcernediboutyour teachingandhave improved
it. Evenin the absenceof improvement,the secondgoal canstill help your case. You
shouldalsoreadthe excellentaccountoy DanaMackenzieof his tenureproblemsrelated
to teaching(seethereferenceattheend).

Non-natve English spealers whom studentsseemto have trouble understanding
shouldmake signi cant and visible efforts at improvements perhapsusing professional
speechutors.



6. Give Reliable, High-quality Serwice.

[Mostadministiators] claimthattheir decisionsare still basedonthreecomponents
teaching, reseach andpublishing andservice althoughreseach is nowa key factor
at manyinstitutionsthat previouslyfocusedalmostentirely on teacing andservice
(RobinWilson, “A HigherBarfor EarningTenure;, 2001)

Keepin mind thatmary schoolssaythatservicecountsa greatdealtowardtenure.Rarely
is this true. Only whenthe serviceyou renderis importantandwhenyou aredif cult to
replacewill servicecountfor much. Servicemight helpwith tenurea little, but it will not
make up for otherfaults.

At someschoolsthe“service” catgyoryincludesprofessionaservice suchasservice
asacommitteechairata conferenceThis work is moreproperlyconsideredesearchand
schoolsthat call it serviceare often using evaluationtrickery to give more emphasigdo
researchYoushould nd outwhetheryour schoolusessuchaccounting.

Quality andreliability is more importantthan quantity Acceptinga committeeas-
signmentandnot doingwhatyou areasked canbe deadly Youwantareputationassome-
onewho doesa goodjob onthework requestedwho nishes up ontime,andwho doesnt
complain.

Getvisibility. Asinary eld, youmustbeseerdoingwork. A committeeassignment
without muchto do maynothelp.

Turn downsomeassignmentdt is far betterto turn down anassignmenthanto doa
poorjob. Of coursegvenwhenturningdown youwantto be careful:

Wrong: “I don't wantto do thatcommitteework. It soundsuselessary-

way.
Deadly: “That committeeinterfereswith my Wednesdayafternoonhard
rock bandpractice.

Right: “I'm really over-committedwith work right now, especiallywith
XXXX courseandyyyy service.

Turn downunreasonableequests.Supposéhereis a seriesof demandingandun-
reasonableequestdor service,say the chairmanwantsyou to do library work for him.
Try to do the work if it's not too demanding.But in the endyou also needtime to do
your researchandteachyour classes Work lik e this may not countmuchtowardstenure.
Insteadof saying,“Hell, no, | won't do your shit work for you," try indicatinghow very
busyyou arealreadywith researchteachingandservice.Thelatersectionon politics talks
aboutthisissuemore.

Be gun-ho.Give extralectures for exampleto campusstudentorganizations Spon-
sorastudentrganization.
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7. Make No Enemies.
Butwhile everyonewassleeping his enemycameandsowedveedsamongthewheat,
andwentaway (TheBible, Matthen 13:25.)

Of coursethe focusis on seniorfaculty andtheir perceptions Evenif the headsecretary
hatesyou, she(or he!) won't be voting during your tenurereview. However, the head
secretarymight corvinceotherfacultythatyou shouldnotbe kepton, andin ary eventshe
cancauseyou grief andmalke you look bad,aswell asmake you look good.

Make no seniorfaculty enemies.This wasmentionedearlier As anexample,it is
alwaysdangerougo joke with a seniorprofessor Of courseyou can(andmust)laughat
their jokes. You absolutelymustnot make sucha persorthe butt of your jokes.

Do not balanceenemieswith supportes. Sometimesy/ou areforcedto take sides.
This is a perilouscoursethat you shouldtry to avoid. If you cant avoid it, at leastmake
sureyou gain a powerful supporteralongwith an enemy The fallagy with having some
enemiesandsomesupporterss thatyou endup with a split votein your tenurereview. At
mary schoolsa split vote is death. In otherareasor at otherlevels of academiayou can
afford a balanceof enemiesandsupportersbut not at tenurereview time. The moral: get
supportersf you can,but try not to make realenemies.(lI discusshis furtherin the next
section.)

Oncea seniorfaculty membertold me aboutatenurecaseat his lvy Leagueschool.
Thedepartmens vote wastwo-thirdsin favor of tenure sol wasshocledwhenmy friend
said,"So of coursehewasdead hehadno chancé. Thepeopleaborethedepartmenkevel
weregoingto focuson the one-thirdwho felt the candidatevasnot quali ed.

Geta mentorit you can. Often junior faculty are practically“adopted’by a senior
facultymember Suchmentoringcanbevery helpfulindeed. The mentormaybealtruistic:
he may enjoy helpingayoungperson.He mayfeel it is importantprofessionallyHe may
wantto help createthe kind of faculty neededoy the department.Beware of a spurned
mentorturninginto anenemy

Getalongwell with secetariesand other supportstaf. Thesepeoplecanhelpyou
look goodor bad. Bring them o wers,donuts,andpresentsat holidays. Take themout to
lunch. Do notmake unreasonabldemand®f them.For example,donotgiveasecretaran
examto typeatthelastminute.(You candothis, but only if you apologizeandafterwards
thankheror evengive herapresent.)

Do nothingweird. Perhaps/ou cant helpit, but try notto. For example,suppose
the campuspolice give you an undesered parkingticket. Your inclinationis to ght all
the way to the presidentof the university, if necessary You absolutelymustnot bother
upperlevel peoplewith (to them)trivial matters.Protesto the policeif you like, but then
justpaytheticket. You mustnotdo crazythings,thoughalmostby de nition atruly crazy
youngfaculty memberwill not be ableto recognizethesethings. Examplesthat cometo
mind: keepinga dogin your of ce; playingloud musicat work; growing phosphorescent
moldin your darkenedof ce.
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8. Politics in a Department.

University politics are viciouspreciselybecausehe stalesare sosmall.
(HenryKissinger February28,2003.)

Departmentf a schoolare part of the larger political entity, and participatein all the
political maneuersthat constantlyoccurin academia.Seniorfaculty andadministrators
(who areusuallyalsofaculty) ght aboutmoney (salariespudgetsgquipmentandperks),
aboutspace(of ces, researchaboratoriesstudios,andclassrooms)aboutpromotions(to
AssociateProfessofor tenure put alsoto (full) Professor)aboutadministratve positions,
andmuchmore. The biggestbattlesareaboutpower: whois in chage,who decides.Just
like priestsin a Catholicchurch,or doctorsin a hospital thefacultyjealouslyretaincontrol
andtreateveryoneelsewith contemptalthoughnot alwaysopenly

Eventhoughtheissuesn academiaretrivial comparedvith life anddeathmattersn
medicineor the military, the ghting is vicious (asin Kissingers quoteabove), penasve,
and unrelenting. Thoseoutsidea university picture a bucolic calm, andin fact all the
in ghting is usually invisible to the students. By rights the ghts oughtnot to involve
untenuredaculty either But sometimesunior facultyaredraggednto thefray.

Soa seniorfaculty membercomesto a junior andsays, Either you arewith me or
you areagainstme’ He wantshis junior colleagueto supporthis efforts to gain power,
to beon his side. Whena sufciently seniorprofessomalesthis statementjt becomes
a classic“offer you cant refuse”to the junior faculty member This is the mostdif cult
situationthata haplession-tenuredssistanprofessoican nd himselfin, andthereareno
goodstratagyiesto follow. Whatcanyou do in themiddleof a ght to theacademialeath,
whereeachsideonly caresaboutwhomyou aresupportingandwhereeachsidewill vote
againstyour tenureif you supporttheirenemies?

Avoid the ght by refusingto choosesides. With this stratgy you declineto get
involvedin the ghting, but youdon't eventhink of usingawordlike“refuse’ Thedanger
is that you end up having both sidesagainstyou for tenure. Insteadyou needto make
excusesabouthow busyyou areandhow you cant really getinvolvedin this issue. If a
seniorfacultymembershovsupatyour of ce with aletterfor youto sign,this stratey can
betricky at best.For example,| might saythatl have a deadlinefor anarticle submission
in threedaysandthatl justcant think aboutanything elseright now.

Act naive unsophisticatedand even confusedaboutthe issues. They will expect
thatyouwon't appreciatavhatis goingon (andyou probablywon't understandhe details
of thesebattles),so a naive approachmight work, whereyou sayyou cant getinvolved
because/ou don't understandvhatthey want, or because/ou promisedyour mothernot
to sign ary letters,or someotherlameexcuse. Thusthis is pretty muchthe sameasthe
previousstratayy.

Pick a powerfulseniorfaculty membemhois askingfor your supportand become
his slave | meanthis guratively, of course. You becomethe lackey, the gofer of this
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faculty memberhis mouthpiecehis alterego. This is terribly dangerousbhut hewill be at
the vote for your tenure,and he may be ableto threatenanybody who votesagainstyou.
Thusyour slave masterhasto have real power already You mustgive him total support
until you gettenure;if spurnedhewill do anythingto keepyou from gettingtenure.

A youngfacultymembercanfall into sucharelationshipwhile hardlyrealizingwhat
is happening.He startswith admirationfor a seniorprofessortakingthe seniors sidein
disputes.From here,the youngpersongetstrappedby circumstancesintil no onethinks
of him asindependenof his seniorcolleague.

A simplerform of such*offersthatcant berefused”is therequesby aseniorfaculty
memberto be includedasa co-authorof a paper or includedas co-researchein a grant
proposal.lf the seniorpersonhasa namecomingbeforeyoursin alphabeticorder andif
heis willing to besecondauthor thenthe harmwith a paperis lessthanit mightbe. In any
caseyou diminish the value of the article or granttoward your tenureattempt,sinceyou
don't getfull credit. Having aseniomresearchesnameonyourarticleor grantproposaktan
increaseyour chanceof acceptanceyut attenuretime they will cite this very factto partly
discountthevalueof yourresearcleffort. Sohereagainthejunior researcheis prettywell
scravedary way he proceedsandhewill oftenfeel he hasto includethe seniors name.l
have no goodadvicefor this situation,exceptto appeamnaive andconfusedasabove.

Finally, therearemoredrasticmeasure$o protectyourselfin the extremesituations
describedabove:

Keepa notebook Thiswill bementionedn thenext section but hereyoureally must
keepa notebookdetailingeverythingthathappensincludingespeciallynamesandquotes
of whatwassaidto you. It mustbeaboundnotebook handwrittenin ink, keptsecretwith
datedentries. You canusethe notebookin a courtof law, or threatento useit. Keepand
dateall otherdocumentslso.

Wear a wire. Theideais to recordeverythingthey say First checkup on the laws
aboutsecretrecordingsin your state,but this is usuallylegal. You mustbe carefulthat
they don't realizeyou are recordingthe corversations. You might think they wouldn't
expect suchan extreme measure put in fact they will often be suspiciousof a hidden
recorder Thusit is deathto give ary indicationthatyou arerecording,suchasmakingan
adjustmeninsidea coatjacket, or askingthemto speakmoreclearly. You shouldrecord
phonecorversationsalso,againonly if it is legalin your state. (Somestatesallow it and
somedo not.)

Consulta lawyer You might shy away from this stepbecaus®f the expenseput it
could be money well spent. Later you canuseyour lawyer to threatenthem (which can
back re), andeventuallyto suethem.

9. Play the Game.

Your actionsmustseemmatural and executedvith ease All thetoil and practicethat
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go into them,and also all the clever tricks, mustbe concealed.Whenyou act, act
effortlessly asif youcoulddomud more. Avoid thetemptatiorof revealinghowhard
youwork. (RobertGreene The48 Lawsof Power, Chapter30.)

As beforel recommendhatyou play the tenuregameandplay it well, but you mustnot
appeato bedoingthis. Mostof theitemsbelow canbecarriedoutcovertly or with innocent
appearance.

Make a good r stimpression.Attendorientationsessionslntroduceyourself.

Be someonether faculty want as a colleague Think aboutthis carefully in your
dealingswith otherfaculty Youwantto beafriendly, helpful,andabove all usefulfaculty
member (Seealso“Be akey person’in thenext sectionon beingawinner)

Getanotheroffer. You shouldarrangeit sothatthe offer appearsinsolicited. Such
offerscanmalke you look muchmoredesirable.(“We're goingto losehim.”) It's bestnot
to make threatsor to bluff (“I'm leaving if |1 don't getwhatl want”) asthey may call your
bluff.

Take any complaintsseriously From studentsfaculty, staf or wherever, if you hear
abouta complaint,alwaystake it seriouslyandfollow up onit.

Keepin mindthe differentlevelsof a sdhool, with differentcriteria for tenue. At a
goodschoolit canbevery hardto satisfytheexpectationstall levels. Evenaweakschool
may have one level that emphasizesesearchand anotherthat wantsgood teachingand
service.

Keeprecos. Startingwith your appointmentetter keepevery scrapof paper In a
specialnotebookwrite down anddateevery promiseor otherstatement.Try to quoteas
accuratelyaspossible Preparghenotebookasif youweresomedaygoingto trial overthe
tenureissue.(Hey, you might!) Don't let anyoneat your schoolknow of the existenceof
thisnotebook(Not anyongnotevenamentor) Thedrasticstepof recordingcorversations
is too dangerougxceptfor emegenciesbecausat may be fatalif they nd outyou are
recording.

Do not openlysolicit a pledge of supportfor tenue. You absolutelycannottrust
ary pledgeof support,thoughof courseyou mustgraciouslyacceptsucha pledgeand
thankfor futuresupport.A careful,experiencedacultymemberknows betterthanto offer
blank-checkor 1000%support.

Learnthetenure rules. Geta copy of therulesandprocesdeadingto tenureat your
schoolandstudyit carefully Peoplemayknow you got a copy of the rules,but don't let
anyoneknow you areparticularlyconcernedbouttherules. (Not anyone)

Beware of changingrulesor arising standad. Thiswasmentionecearlier

Fit in politically. Try to nd out what's importantat your schooland what's not.
Shouldyou be Politically Corrector anti-PC?

Nomajorchange of your eld. Do nottell facultythatyou're makingamajorchange
in your eld of researchespeciallynot shortly beforea tenurereview. They will wonder
if you cansucceedn thenew eld. If you'reimportantasanexpertin theold eld, they
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may be dismayedby the change.The mostyou cando is tell themyou're addinga eld,
andeventhisis risky.

Try to in uence your refelences. Often you canhelp in uence the speci ¢ outside
expertswho write lettersin your support.Evenif you chooseyour referencegourself,this
canbevery, verytricky. A singlereally badlettercankill you, butit is oftenessentiato get
a numberof lettersfrom top peoplein the eld. Keepin mind thatunlessanexpertreally
hatesyou, heor shewill usuallyeitherwrite ano.k. letteror noneatall. Bite thebullet and
give themaspossiblereferences long list of peoplein your eld who seemfriendly to
you.

Don't try for tenure whenthere's no hope It's often obviousto othersthattenureis
completelyout of the question,usually becausef inadequateesearch.Candidatesnay
stickit out, hopingfor amiracle. Theproblemis thatyou maywastehugeamountof time
trying to make everyonehapyy, doing endlessserviceand scutwork, insteadof working
onyour researcltandlooking for anotheijob. It'sfar betterto look for ajob before you get
deniedtenure preferablyayearor morebefore.

At the otherendof the spectruma bright youngresearcheat a top school(suchas
Princetonsay)might not know thattheseschoolsseldomtenuretheir assistanprofessors.
Dependingon mary factors,the tenurerate can be lessthan 10 percent. Sometimesan
untenuredyoung faculty memberat sucha schoolmay be doing very well indeed,with
peoplein his eld referringto him asa “rising star” or as*“one of the top young people
in theared, with “tremendougotential; etc. This personmay not realizethatthe school
wantsto hirein atenuredpositiona personvho alreadyis atthetop of the eld, whois not
just“rising” or has“potential” but is known internationallyasaleaderin thearea.

Other candidatedor tenure canin uence your outcome Theres not muchyou can
do aboutit, but you shouldbe awarethatit will hurtyour chancesf thereareotherbetter
quali ed faculty up for tenurewith you. It may help your chancesf thereare worse-
quali ed facultyin the pool. Sometimes/ou have a chanceto try for tenurea yearearly,
and thesefactorsshouldbe taken into account. As anotherexample,a faculty member
whomno onewantsto tenure(for whateserreasonput usuallythatthey hatethemember),
with aresearchiecordequivalentto yours,cantorpedoyour chances.

Prepae your tenue folder carefully. All alongyou mustdocumentwhat you do.
But, dependingpntheenvironment,you mustnot seento be puttingall mannerof garbage
into your le. One solutionis to label everything accurately Thusyou can cite your
talksto high schoolsunder‘Community Servic€, but notunder‘ProfessionalActivities”
Materialsthataretoo ashy canback re: betterto look a little modest.Bestis to be sure
you have thingsto highlightin yourresume.

Appealand ght negativedecisions.A negative recommendatioby the department
should be appealedas a matterof course. Sometimesyou hearnothing until the nal
decision.Now you canforgetaboutthe“Mr. Nice Guy” stuff andstopworrying aboutper
ceptions.Trackeverythingthey did very carefully. Try to nd outwhatwenton atvarious
committeehearingslf they broke any of their own rules,you have groundfor negotiations
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or evenalawsuit. Remembethatadministratordiatelawsuits. Keepin mindthatthey must
treateveryoneequal.lf candidategor tenureweretreatedn any way differentlyfrom one
anotheryou mayhave groundgfor alawsuit. (For example,if they madea specialpoint of
askingfor extrareferencesor you.) A nal noteaboutlawsuits. Thesuitmayonly getyou
acashsettlemenandnottenureor ajob. Having led asuit,youmay nd it moredif cult
to getajob elsavhere.In theendyou mayneedto accepthe negative decisionsothatyou
cangetadequateeferencesor anotheiob.

10. Bea Winner.

The ACADEMICLADDER: Gethelpwith theclimb.

DissertationCoading Help, AcademidCareerand Tenure Coading.

Write Your Dissertation- GetTenure - Read Your AcademidCareer GoalsWth Less
Stressand\Worry.

Meetthe Academid_adderTeam!

(Smallpartof anonlineadwertisement.)

It's importantto be con dent, to actlike a winner, not to moanaroundabouthow hard
thingsare.

Don't showexcessiveconcernabouttenuie. Here's the properattitude: the school
needsyou If you don't gettenure,you'll just go somevhereelse. Above all don't act
desperate.

Try to be a key person. A key persondoesthingsaroundthe departmenthat oth-
erscant do or would have trouble doing, suchasteachingkey (= important)coursesor
renderingkey service.Youwantpeoplewonderingwhatthey will doif youleave.

Talk yourself up, act like a winner Here's the idea. Supposeyou spendthe whole
weelend(or thewhole summer) xing somethingup (like alaboratory)or guring some-
thing out (like a pieceof software). Don't whine abouthow hardit was. Insteadet people
know whatyou did, but actlik e it wasno big deal. You're awinner, you're good,you can
dothatstuff easily

Wrong: “Pleaselet me teachthesetwo worthlessservice coursesthis
semestesol canhavetimeto work onresearchsinceeverything'sgoingto
hell with my researctanyway”

Right: “Give methathardkey coursefor majorsthis semesterlt will help
with my researchand| really like the challengethat thesegood students
provide. My researchs goingwell.” (Implicitly: “I'm awinner”)
Rationale: They'll discountresearchsuccessf you teachjunk courses.
And thewhole attitudesoundswrong.
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Don't betoo modestdon't betoo honest. This is similar to the previousitem. You
can' afford to behonestor modest.
Showno weakness.The nal oneof threerelateditems. You shouldnot admitto

physicalor mentalweaknes®f any kind—particularlynotto a weaknesshatmight make
it hardto interactwith you. Hereis anexample:

Wrong: Usinga sentenceéhat startswith “I don't know . . . ” or with “I
cantdo...” orwith “l don'tfeelwell enoughto. . .”

Deadly: “I think I'm losing my eyesight[or hearing,or ability to walk,
etc.]” “l have [a dreaddiseasethatwill incapacitatenein afew years.
Right: “I feelgreat;I'm sofull of enegy.” Keepyour diseases$o yourself
until afteryou gettenure.

Don't brag too mud. Let peopleknow your accomplishmentandhow muchof a
winneryou aremoreasanafterthoughtmoreasif by accidentnot by bragging.

Wrong: You getanicearticle published.Stick a copy in every department
members mail box.

Right: You mustmanageo let themknow in someotherway. Oneidea:
Justtell a few key peoplehow happy you arethat your researchis nally
gettingtherecognitionit deseres. (But nottoo heavry atouchhere.)
Rationale: You mustnot promoteyourselftoo openly

Make sure peopleseeyouworking Make sure they know whatyou're doing Again
nottoo openly

11. Dirty Tricks.

To keepeventheir bestfriendsfrom getting tenure, letter writers shouldemphasize
debatablepoints, slip in cryptic statementaboutcompetengyand wax eloquenton
personalitycharacteristicsand communityserviceactivities.

(Alleen NilsenandSandra_uehrsenQOctober 1990.)

They canplay dirty with anyone,andit’ s dif cult to do anything aboutit. Sometimedies
aretold in thetenurereview committee.Sometimesumorsarespread As a standargloy,
someonat atenurecommitteemeetingmay quotesomethingyou supposedhgaidor did,
perhaps/earsago. (He said,”l don't know muchaboutxxxx.” “I don't careaboutyyyy.”)
How is your mentorto know whetherthis is true or not, andevenif nottrue, whatcould
he sayto refute sucha quote? Right in the faceof unequvocal evidenceto the contrary
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an enemymay claim that you taughtpoorly, publishedjunk, got undesered grants(or
evencheatedandlied to getyour grants)—allcompletelyunsubstantiatedlaims. It' s very
dif cult to counterthesetactics.Hereareafew thingsyou mighttry.

Bein a positionto knowwhat's going on. You needa mentorin the tenurereview
committeemeetingsvho knows you well. With luck your mentorcancounteranunjustor
untrueaccusatiomight on the spot.

Forcefully counterany accusations.Of courseyou needto refuteary untruestate-
mentsif you have thechance.

Evenhere, continueto soundlike a winner Again, don't sounddesperateYou can
act mad, but just becausehe accusationsre so absurd(or whateser). Try not to sound
defensve. For example,you mightendup derying accusation$o facultywho did not hear
them,or who hadlentthemno credencetall.

If you nd outaboutdirty tricks, try to usethemto strengthenyour case You might
getsomesympathysupportyou canusethemto askfor arehearingandthey canhelpyou
with alawsuit.

12. Aftermath of a Negatie Decision.

All happytenure casesmay be alike , but eadh failed casefails after its own
fashion.(DennisBaron,“When TenureFails;” 2003)

If you ght atenuredecision expectit to costyoua greatdeal of timeand
emotionalenegy.
Do notventue into the fray alone You needan older, wiser and better
connecteddvocate

(DanaMackenzie, TheTenure ChasePapers, 4. DoubleJeopardy)

Many candidate$or tenureareamazinglyoptimisticabouttheirtenurechancesThey may
fail to realizehow serioughedecisionis for aschool—guaranteegimploymentfor therest
of acareer Typical youngfacultyfeel they have worked hardanddesere tenure.

Most young faculty membersreceve a clear explanationof tenureexpectations,
which usuallyincluderequiringa programof researcheadingto publicationandrequiring
excellencen teaching.Someof thesefacultydo notcomecloseto meetingthecriteria,yet
they may be genuinelyshocled at a negative tenuredecision. (Faculty sometimegry for
tenureataresearch-orienteschoolwith no publicationsat all, andthenaredismayedand
depressetvhenturneddown.)

Thereactionif tenureis deniedcanbe similarto the grief atthelossof alovedone,
often with the four phasesof that grief (in someorder): anger denial, depressionand
resignation(or whatever). Therearestrongfeelingsof rejectionon the partof the faculty
membemotreceving tenure.lt canbesimilarto adivorce. Thefacultymembemaywell
have trouble sleepingand may develop inappropriatebehaior. The samethoughtswill
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keeprunningaroundin his (or her)head:“l workedsohardfor solong. | gave suchgood
servicein xxxx andyyyy areas.My researchs quite well thoughtof. My studentdike
me. The committeewas completelyunfair. I'm betterthanthe last two peoplewho got
tenure.I'm evenbetterthanmostof the committeemembers.They're treatingthis like an
exclusive privateclub. How will 1 tell my friends?How will | getanothejob?”

| amincludingthis sectionpartly to prepareyou (the untenuredeader)in caseof a
denialof tenure. If you expectthe feelingsmentionedhere,the situationmay not be as
devastating.Hereareadditionalactionsto consider

Talk with mentos, friends,and experts. You wantemotionalsupportaswell asad-
vice.

Decidewhetherto appeal.An appeals notlik ely to succeedandthe processanbe
dravn out andexhausting—physicallynancially, andemotionally (Seethe caseof Dana
Mackenzielisted in the references.)As mentionedearlierin Section9, checkeverything
thathappenedluringyour tenurecaseaswell asyou can,andtalk with othersbeforeyou
decide.

Look for anotherjob. Look right away, evenif you appeal. You shouldcarefully
fulll theobligationsof your position,but no onewill expectyouto work ondepartmental
anduniversity mattersasyou did before.Expectotherschoolsto know thatyou didn't get
tenure(from thetiming or thegrapeine), soyou shouldsteelyourselfnot to be defensve.
Peoplerealizehow hardit is to gettenurenow, andhow capriciousthe systemcanbe, so
thedenialis notall negative. Neverthelessyou shouldexpectthatyour new statug“denied
tenure”)will hurtyourchancesvith new jobs.

Useotherfaculty Try to stayon goodtermswith severalfacultysothatyou canstill
getlettersfrom them.

Avoid the negative No negative feelings;they're just self-destructie. Absolutely
don't write negative lettersaround. As mentionedabove, if asked, you shouldadmitthat
you weredeniedtenure but you shouldnt be defensve or negative aboutit.

Still actlike a winner (They scraved up—their loss.) Why actlike a winner, when
you arehurtinganddon't feel like one?It will make you feel better It may helpyou get
anotherob.

Threatento sue andthenperhapsactually sue You canthreatenevenduring your
appealalthoughusuallyyou needto exhaustthe appeabeforesuing. This wasdiscussed
attheendof Section9.

Finally, readthe next section,to seethat somepeoplefeel frustratedandunful lled
in their tenuredposition.

13. Aftermath of a Positive Decision.

manyacademics still feelthattheir promotionwasalienating thatthey wereill
preparedfor whatwouldhappen Andmanystill gripe aboutoneor anotherperceived
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slight, injustice or insultwhenpeoplewho hadbeentheir colleaguesandfriendsfor
six years gottogetherto judge themin secet.
(DennisBaron,“Life After Tenur€, 2003)

You've madeit. You spenthalf your life trying to gettenure,andnow you've gotit. Do
youthink it'sgoingto make you happy? Maybenot. Herearesomenegative consequences
of your new status.

You are oneof them. Throughoutthis pamphletwe've talked aboutthemandwhat
they mightdo to you. Well now youareoneof them

More administativework. Youwill beforcedinto alot morecommitteeandadminis-
trative work, includingevenscutwork, unlessyou canof oad it ontosomepooruntenured
person.(Youcant of oad tenurereview committeework.)

Suk-ups. You have to put up with boot-licking (alsoknown asfrog kissing, brown
nosing,or worse)from untenurectolleagues.

ObsolescenceAs time passesasstandardsise,asyou getout of date,you mustput
up with neggative whispers:“He's no good;he'd never gettenurenow; ...”

Fightingfor resouces.Youhaveto ght for meagesalaryraisesandotherresources.

Trappedin tenue. You cant move to anotherlocality or anotherjob. The only
reasonablgob changewould be to anothertenuredposition, and theseare quite hardto
obtain. As time goesby andasyou getcaughtup in moreadministratve work it just gets
harder Therearetwo mainwaysto getout, bothdif cult: getaresearcltappointmenbased
on truly outstandingresearchor get an administratve appointmentsuchas department
heador dean.For the secondmethod,you needadministratve experienceat your current
school,andthattendsto wealenyourresearctandcloseoutthe rst method.Onecommon
stratgy (or outcome,if you like): getatenuedappointmenmmainly to do administratve
work. Thenresign(the administratve position)on somepretext (or, if you like, for good
reasonsandfall backto regularfaculty status.

* * *

| would like to list someadvicefor the newly tenured,in the spirit of the rest of this
pamphlet.

Don't justvote“yes” onall tenure decisions A tenuredecisionis avery big respon-
sibility, for theschoolandevenfor you personally In mary respectshe easiestvay is just
to vote“yes’ For example,pushinga weakcandidateor tenuremay provoke distrustby
upperadministratorsToo mary “yes” votesmay make it hardto getyour bestcandidates
through.Ideally, you shouldpasspositve recommendationsp the line only for outstand-
ing candidates.In casethe committeefavors the candidate|jt is essentiathat someone
malke surethetenure le is asgoodandstrongaspossible.

Avoid administiative work, unlessyouwantto headin that direction. Certainlyone
careerpathleadsto a university presideng, andyou starton that pathwith administratve
duties.
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Keepa reseach program going This is very important. Evenif you wantto be
anadministratorit' s still anexcellentidea. For a non-administratie careerit's essential.
Bewareof all the pressureso slackoff with yourresearch.

* * *

From hereon, the advicetakestwo forms. First, in caseyou mainly wantto help your
untenued colleagues,remembetthat you werejust in this situation. Give thema break.
Speci c recommendationsiirror muchof therestof this pamphlet:

Leavethemalone Givethemtime to work ontheir research.

Bea mentor But don't be pushy (They may not wantyou asa mentor but feel that
they cant turndown your “help.’)

No promises.Don't promiseto supporta youngcandidatesinceit is badform, and
you may notbeableto keepthe promise.

Nounfair advantaye. Don't take advantageof them,eitherprofessionallyor socially.

Be fair. Be fair and carefulin evaluatingthemfor tenure. Look pastary of their
stratgyiesor quirks. Evaluatethemon their researchachiec’ementand potential,on their
teachingandontheirservice.

* * *

Onthe otherhand,in caseyou mainly wantto help yourselfand your own career at the
expenseof theuntenued,whatyou shoulddo arein mary waysthe mirror reversalof this
pamphlets recommendationsyou shouldlook out for yourself. Sometimeswhatis good
for the untenuredmay alsobe goodfor you, but in othercasesyou hopeyour untenured
colleaguds notreadingthis pamphlet.

Of coursel don't really meanfor you to do thesethings,but it may helpto realize
whatmotivatessomeof your tenuredcolleagues.

Planaheadwhenhiring. Alreadywhenhiring new untenuredaculty, youdon't want
independencanda strongpersonalitybut the opposite assuminghe basicresearctskills
arethe same.You especiallydon't wantto hire a facultymembemwho will becomearival
of yours(arival for whatever resourceyou areseeking).

Decideif the individual will gettenure. In orderto decidehow to andwhetherto
exploit anuntenuredolleagueyou needto evaluatehis or herchance®f gettingtenure.If
thesechancesrehigh, thenyou needa subtleform of exploitationthatwill leave this per
sonasyour supportersincethefacultymembemaybearoundfor alongtime. Otherwise,
your mainlimitationsarethe chance®f alaw suit.

Getextra publicationsand grants. It's easy Justgetyour poor untenuredsapto let
you signonto their article or grantproposal.For someonegoodwho may gettenure,you
needto do this carefully, perhapsemphasizinghatyou aretrying to helpthem.

Do specialfavors to thosewho might get tenue. Theideais to make thema sup-
porterof your careerandyour power struggles.Onefavor is to helpthemgettenure,and
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ideally they shouldthink thatyou werethe mainreasonthey got tenure.In doingfavors,
a bgginnerattachesonditionsandstringsto the favor, whereaghe expert doesthe favor
unconditionallyintendinglaterto askfor their support.

Conclusions.

What's happeningis that the [tenure] processhas becomemud more formal and
demandingand terrifying. The pressue is not just comingfrom faculty, but from
administators whoare trying to raisethe statusof the entire institution on the badks
of a new geneition of youngpeople

(KennethT. JacksonProfessoof History, ColumbiaUniversity 2001)

If youhavereadthisfar, youmaywell think thatthediscussiorandrecommendationsere
amusindout notrelevantto you personallyasanactualuntenuredacultymember Youmay
teachat a smallandunpretentiouschoolthat surelywould not make sucha big dealout
of tenure. You may feel thatyour colleaguesareall friendly andeasygoing—unlikly to
causeyoutroubleattenurereview time. You might beright, but you're morelik ely setting
yourselfup for a shockandfor disappointmentl have seenandheardof so mary cases
similar to theonespresentedherethatif | wereyour mother!' d beworriedfor you.

SoOK—go aheadandbea goodfacultymember:pursueexcellencen researctand
teaching.Don't be a phong, anddon't go aroundconstantlykissing up to your tenured
colleagueswhile kicking thosebelow you. Above all don't spendtoo muchtime on the
issuediscussedn this pamphlet.

But | recommendhat you follow the standardwartime advice: “K eepyour head
down. In otherwords,stayalertto thesessues.They usuallycomeup oneway or another
duringyour pursuitof tenure.
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