
Getting Tenureat a University

NealR. Wagner
TheUniversityof Texasat SanAntonio
ComputerScienceDepartment
SanAntonio, TX 78249,USA

Copyrightã 2006,Neal R. Wagner, all rights reserved.

1. Intr oduction. 1
2. Principles and Perceptions 2
3. The ThreeBiggestMistakes 3
4. Bea Good Researcher 5
5. BePerceived asa GoodTeacher 7
6. GiveReliable,High-quality Service 10
7. MakeNo Enemies 11
8. Politics in a Department 12
9. Play the Game 13

10. Bea Winner 16
11. Dirty Tricks 17
12. Aftermath of a NegativeDecision 18
13. Aftermath of a PositiveDecision 19

Conclusions 22
References 22

1. Intr oduction.
Thesuccessof foolsin theuniversityworld is oneof God's greatmysteries.
(JohnGardner, TheArt of Fiction, ChapterI.1.)

This pamphletoffers adviceon obtainingtenureat an academicinstitution, in a process
usuallyreferredto as“earning” tenure.However, tenureis like therainof Godthatfallson
thegoodandthebadalike. Busyyoungworkerbeesatauniversitymaynotunderstandthe
requiredrituals;they caneasilymakemistakesthatcouldbeavoided.Oftentheuntenured
getlittle (or pooror contradictory)advicefrom their tenuredcolleagues.Sothis pamphlet
offersmoreadvice;you'll have to decidewhatit' sworth.
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First,you,theuntenuredfacultymember, shouldunderstandthatthereis nosubstitute
for quality. Yourco-workersneedhardlyany excuseto deny you tenure,but they canoften
useclearreasonsfor grantingit, andexcellencein research(especiallyat betterschools),
in teaching,andto a lesserextent in servicearethefactorsthatwill win tenurefor faculty
in caseswherepolitics or personalitiesdon't overwhelmtheprocess.You mustmakeyour
colleaguesthink thatthesereasonsapplyto you.

An apprenticemagicianwill be eatenalive if he calls a demonwith a hexagram
insteadof a pentagram.Theprocessof tenureis similar, whereany misstepcancausethe
magicto fail. In therestof your life, you will seldombein sucha mine�eld of trip wires
andexplosivedevices,all setto keepyou from gettingtenure.

Thusyoumustavoid thosesimplemistakes,someobviousandsomelessso,thatwill
resultin a negative tenuredecisionin borderlinecases.Evena strongcandidatecanspoil
hischanceswith thesamemistakes.Moreimportantly, therearestrategiesthatwill increase
your chanceof tenure.My �rst advice:You mustnot appearto befollowing a “strategy to
increaseyour tenurechances.” Insteadyou mustappearinnocentandguileless—afrantic
workerbee.

Asayoungassistantprofessoryoushouldpicturearoom�lled with tenuredfaculty—
whatevergroupmakesthedecisionat your university—gatheredto decidethetenureissue
in your case. Usually in suchan assemblynothing is too trivial to bring up. The most
innocent-seemingremarkor act from yearsago may be mentionedas a reasonto deny
tenure. Yearsof near-in�nite effort on someprojectmay not be consideredat all. The
recommendationsshouldbeclear:you mustavoid trivial actsor remarksthatmaykill you
at tenuretime, andyou want to focusyour efforts on activities that will be appreciated
by the speci�c committeeat your institution. Whenever you dealwith a tenuredfaculty
member, or with faculty likely to get tenurebeforeyou do, picturethe room asif before
your eyes. Imaginea colleague,one you thought to be a friend, repeating,distorting,
transformingyour wordsfrom longago.Be carefulaboutwhatyou say;becautiousabout
whatyoudo—all thewhile seemingto beopenandspontaneous.

NoticethecontrastbetweentenureandobtainingaPh.D.degree.Despitethesimilar-
ities, therearesigni�cant differences.For aPh.D.candidate,thequalityof thedissertation
researchis everything,mainly asperceived by a singleadvisorwho knows thecandidate
well. There's no voteby all the faculty. Even a vote by a �nal examinationcommittee
is usuallya formality. A candidatewith a strongsenioradvisorcanhave many enemies
within thedepartment.Heneednotbeagoodteacher—hedoesn't evenneedto takebaths.
For tenure,however, youneedstrongandwidesupport.A singlepowerful facultymember
canruin yourchances.Yournemesiscouldbeanenemy, or hemighthardlyknow youand
justbehaving abadday.

2. Principles and Perceptions.
A prince neednot haveall the goodqualities I mentioned,but he shouldcertainly
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appearto havethem.(NiccoloMachiavelli, ThePrince, PartXVIII.)

����� I failedto graspthattheimportantthingin thetenuredecisionwouldnotbereality
but theadministration'sperceptionof reality ����� If therearehonestandethicalways
for youto tilt thatperceptionin your favor, byall meansdoso.
(DanaMackenzie,TheTenureChasePapers, 1. Prehistory.)

Youngfacultycommonlyresolveto standby theirprinciples.They will notplayany tenure
games. They will not jump throughany hoops. They will not bendany rules or look
the otherway whena seniorfaculty member(or oneof his studentsor associates)does
somethingwrong.They aregoingto actnaturally, bethemselves,work hard,andmaintain
a strict codeof ethics.If sucha personpursuesexcellencein researchandteaching,heor
shemaydowell andmaygettenure.Thestrategy of having nostrategy maywork out �ne.
But a stubborninsistenceon “principles” often leadsto disaster. Sometimesthesepeople
pursueresearchin an areaor of a type that is completelyout of favor in the department.
Sometimesthey getmadat a lazy classof undergraduatesand�unk mostof them(or try
to—theschoolwill usually intervene). Sometimesthey call attentionto the de�ciencies
of a a seniorfacultymember. Sometimesthey refuseto signa crucial letterof support,or
areunwilling to let a seniorfacultymembersignon to their grantor their articlewithout
makingany contribution. In thepresenceof extraordinaryability, they maystill survive(as
ayoungAlbert Einstein).Otherwisethey bouncedown to aweakschoolor endupwith no
academicappointmentatall.

Younguntenuredfaculty areoften asked to skirt a �ne line: betweentoleratingor
condoningactivity that is at leastborderlineunethical,andactuallyengagingin suchun-
ethicalbehavior. The�rst sideof theline cangetyou tenureandthesecondcansendyou
down thetoilet.

In thispamphletI regularly talk about“perceptions,” asfor example:“Your teaching
mustbeperceivedasgood.” Youngfacultymay�nd suchanattitudeirritating, evenoffen-
sive. A gooduntenuredfaculty memberwill plan to have an excellentresearchprogram
andto beanexcellentteacher, never mind any perceptionsby others.Theproblemis that
perceptionsarewhat countat tenurereview time. Even if onearguesthat hardevidence
maybemoreimportant,onestill mustdealwith how theevidenceis perceived.

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

3. The Thr eeBiggestMistakes.

They hadnot saileda league, a league,
A leaguebut barely three,

Until sheespiedhis clovenfoot,
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Andsheweptright bitterly.
(AuthorUnknown,TheDemonLover.)

Therearethreemistakesto avoid that junior facultyoftenmake. I will list themhereand
go into moredetailin subsequentsections.Any oneof thesethreemistakescanbedeathto
a junior facultymember.

Donotgetthe“bad teacher” label. Youmustnotacquiresuchalabel.Especiallybad
is to getlargenumbersof studentsangry. You needto befairly popularwith students,and
youmustnot �unk largenumbersof themor doanythingelsethatwill generatecomplaints
andbadevaluations.Facultymustnot think you aretoo hard,too easy, or unreasonable.
Bestis to bedemanding(thatis, seemto be)but to coaxstudentsthroughtheircourseswith
decentgrades.

Do notgetseniorfacultymadat you.Nevermindthereason,youmustnotgetsenior
faculty angry, any more than students. A university is a seethingmorassof jealousies,
andeasily-hurtfeelings. If a tenuredfaculty memberstepson your toes(�guratively or
literally), you shouldapologizeto him (or to the rareher). And heaven help you if you
shouldstepon tenuredtoes.Supposeyouwrite abadreview of anarticle,notnoticingthat
the�fth authoris in yourdepartment.In suchacaseyouhustledown to theirof�ce andeat
your words.

Much moreseriousanddif�cult to copewith are the variousdemandsthat senior
facultymight make on you asa newcomer. You mustgive into their demandsasmuchas
possiblewithout doingyourselfharmin otherways.

Do not get your research off to a slowstart. It' s verydif�cult to recover from aslow
start. For example,if you get a review at the endof the third yearcalling your research
“inadequate,” you'd bestconcentrateon gettinga job elsewhere.Evenif you startrunning
twiceasfast,they will still �nd faultwith youat tenurereview time. (Typically, effort after
thebadreview will bediscounted:“Well of courseheworkedharder.”) Grantsaremuch
harderto get if you wait a coupleof yearsbeforediggingin. In someareasthereis sucha
lag betweencarryingout thework andseeingit in print, thatyou mustnot wastethe �rst
few years.

Someof my experiencedcolleaguesmight disagreewith theabove threecategories.
They mightsay, “The mainreasonyoungfacultyfail to gettenureis aninadequateresearch
program,accordingto thestandardsof theschooland�eld. A researchstaralmostalways
getstenure,evenin thepresenceof many faults. Someonewith a weakresearchprogram
oftenhasnochance,nomatterhow gooda teacherthey are,nomatterhow hardthey work,
nomatterhow muchservicethey give,or how muchthey compromisetheirprinciples.” All
this is true,but I don't necessarilyregarda weakresearchprogramasa “mistake.” Young
facultyareoftendoingaswell asthey can.Advicethatthey mustgetamajorgrant,publish
in a top journal,or geta literary awardis not helpful. Anybodyknows they shoulddo this
if they can.You cantell themthatthey needto concentrateon research,to applyfor more
grants,andto sendoutmorearticles.
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4. Bea GoodResearcher.
Basicresearch is like shootingan arrow into theair and,where it lands,paintinga
target. (HomerAdkins.)

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

Maketimefor research. Youmustgiveyourresearchahighpriority. Earlyin my own
career, I would �nd myselfwith severalhoursfreeat night while everyoneelseslept,and
with amorningclassto preparefor. I wouldwork onmy researchthatnightandfrantically
make up a lectureon thetrolly ride to schoolthenext morning.I haddecidednot to strive
for the“bestpossiblelecture.” Anotherstrategy is to giveyourselfarti�cial deadlines,such
asresolvingto sendapaperto aconferencewith aspeci�c datefor submission.

Find out local research expectations.Thesevary widely with �eld of specialization
andwith the school,so it is essentialthat you inform yourselfaboutlocal attitudesand
expectations.How aredifferentkindsof publicationsregarded,suchasscholarlyarticles
in journals,paperspresentedat conferences,talks at conferences,researchmonographs,
populararticlesandbooks,advancedtextbooks,andelementarytextbooks?For example,
in someresearch-orienteddepartments,even an advancedtextbook countsfor nothingin
the researchcategory. Similarly, how importantis grantsupportat your school,andwill
youget“credit” for supportfrom industry?

Next I givea long list of additionalpointsto consideraboutyour research.

Getyourresearch startedright away. Theimportanceof aquickstartwashighlighted
in theprevioussectionandcanhardlybeoverstated.Timegoesby veryquickly.

Produceevidence. You must have evidenceof a successfulresearchprogram—
usuallyscholarlypublicationsandgrants. Even a verbalpromiseof oneof thesecounts
for nothing:youneedat leasta formal letterof acceptanceor award.

Keepyourworkcon�nedto a narrow�eld. Youwantto berecognizedasanexpertin
some�eld, evenif it is averynarrow one.Keepin mindthatthey will alsocriticizeyoufor
too narrow anarea.Obviously it would bebetterto berecognizedasanexpert in a broad
areaor in severalareas,but thatis usuallynotpossiblefor anew youngresearcher.

Publish scholarly work. You must have publications,the more the better, though
eachindividual publicationmustbe sound,or elsethe seniorfaculty canalsoattackyou
on this score. The standardnow is the MPU: the “Minimum PublishableUnit,” that is,
thesmallestportionof your researchthatyou cangetpublished—amethodfor gettingas
many publicationsaspossiblefrom a given�x edamountof research.Again, it is betterto
publishin anarrow areathanto havescattershotpublicationsin severalareas.Theproblem
is thatwith a �x ednumberof publications,if they arescatteredtheremaybeno onewho
knowsyouwell. Bewareof seniorfacultytrying to getincludedasco-authors.

In some�elds of study, you will needbooksinsteadof individual shorterarticles.
The normalplaceto publishis in oneof the academicpresses,andyou shouldbe aware
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thatit hasgottenmuchharderto getabookpublishedin oneof thesepresses.Everyoneup
for tenureneedsto publishin suchanoutlet,andthepressesare�ooded with submissions.
Bestwould be to have an insideline on a press,althougheven this no longerguarantees
publication.

Obtain research grants. Oftengrantsareessential,but do not spendtoo muchtime
preparinggrantapplications.Of courseany applicationmustbesoundandreasonable,but
it is also importantto get out a numberof applications. (Wagner's Law of Grants: The
awarding of grantsis a randomvariablethat mustbesampledoftenfor success.) Beware
of seniorfacultytelling you thatyou getsigni�cant credit just for grantapplications, even
unsuccessfulones.Usually they arelying; you needlots of applicationsso thatyou have
morechanceof success. Only successcounts;in fact,afterawhile unsuccessfulgrantswill
weigh on you like a deathshroud. Don't be reluctantto contactprogramdirectorsand
askquestionsaboutthe kind of researchthey areinterestedin. Bewareof seniorfaculty
trying to getlistedaspartof yourgrant,but advicefrom seniorresearchers,whetheratyour
schoolor not,canbeveryhelpful.

In writing agrantproposal,youneedto beoptimisticabouttheexpectedresults.You
can't expectthoseevaluatingthegrantto think highly of your work if you yourselfdon't
actasif the resultswill be important. In fact,a “grantsmanship”researcheroncetold me
that you have to hypethe possiblebene�ts of your work right up to the point wherethe
evaluatorlaughs;if helaughsyou lose,but otherwiseyou'redoingit right.

Write grant proposalsfor research alreadycompleted.This is for expertsonly. You
proposeto do researchthat you have alreadydone. If you get thegrant,you will beable
to meetall your goalsbecauseyou have alreadydoneso. During thetime of thegrantyou
completework for thenext grant.

Createa moveableresearch program. Eventhoughconcentratingon local expecta-
tions,keepin mindthatyoumayneedto geta job elsewhere,andsoyouneedresearchthat
will bewelcomedatotherschoolsalso.

Watch for changingresearch expectations.Researchstandardsoften raceaheadof
youngfaculty. It is a big mistake to think thatyour researchis “good enough”becauseof
standardsappliedin the pastor becauseof statementsaboutexpectations.Faculty often
resolve to raisestandards,or they may changetheir minds about the real expectations.
Be especiallycarefulof excessive praiseof your researchfrom seniorfaculty—attenure
review time thesefaculty may have higherstandardsthanthey indicatedearlier, or they
mayhave turnedinto enemies.

Make yourself known. For your tenurereview you will needreferencesrelatedto
yourscholarlywork. This is anotherreasonfor focusingyourresearchnarrowly. In theend
youmayalsousethesecontactsto helpyougetanotherjob.

Attendconferences.You mustgo to scholarlyconferences,even if you have to pay
your own way. This will helpmake you known, andwill make moreof an impressionon
your seniorcolleagues.In some�elds you cangeta conferenceproceedingspaperaswell
asa later journal article on the samework, expandingyour publicationlist. (You should
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cleverly give thejournalarticlea differenttitle, with somewhatdifferentcontent,although
this commonstrategy canback�re.) Being a memberof a conferencecommitteeis also
helpful,andbeingthechair of suchacommitteeis oftenaspecialbonus.

Work with students.Dependingon the �eld, it may be desirable,or even essential,
for youto work with graduatestudents,especiallydirectingPh.D.studentsastheiradvisor.
Therearevery complicatedissueshere,including possiblejealousyby seniorfaculty of
your successin gettinga goodstudentto work for you. However, in someareasandpar-
ticularly at goodschools,you mayneeda batchof your own studentslaveswho canhelp
you grind out research.They canalsosignup for your coursesanddo scutwork for you.
Of courseyou mustnot steala seniorfacultymember's student,andif oneof themsteals
a studentof yours,you complainat your peril. At someschoolsit canalsomake you look
verygoodto carryout researchwith undergraduatestudents.In all casestheresearchneeds
to bepublishedto makeagoodimpression.

Avoid irr egularities.Any hint of realproblemswith your research,suchasunethical
practices,fabricatedresults,or claimsthatarenot substantiatedcanbedeadly. Youshould
becarefulin how youspendyour grantmoney.

Wr ong: “I usedmy grantmoney for extrasummersalaryandto supportmy
trip to Hawaii for aconference.”
Deadly: “In my researchI needto usevideorecordings,soI spentmy grant
money for abig-screenTV andacouchin my of�ce. ”
Right: “I usedthe grantmoney to supporttwo promisingstudentsduring
thesummer, andwegot a joint publicationoutof it.”

Don't slow downtoward the end. The perceptionthat you areslackingoff the last
yearcanbedetrimental.Also undesirableis theperceptionthatyouarefranticallyworking
just becauseof the coming tenurereview. Best is to give the impressionthat you area
very hard-working,productive,successfulresearcherwho will continueworking through-
out your career. Bewareeven the time after the departmentrecommendationshave been
madeandpassedup the line. (Theupper-level administratorsmight still askfor clari�ca-
tions,furtheropinions,andsoforth.)

5. BePerceived asa GoodTeacher.
Provost(P) to FacultyMember(FM) regarding“uneven” teachingevaluations:

P: Thebetterthestudent,thebettertheevaluation.
FM: (Not saidaloud.) Duh ����� Whatelseis new? That's thewayit alwayswasand

alwayswill be.
P: Thatsuggeststhat youneedto reach out moreskillfully to theweaker students.

(DanaMackenzie,TheTenureChasePapers, 1. Prehistory.)
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Notice the contrastof this sectiontitle with the previous one. Successfulresearchmust
be quanti�able anddemonstrable,andpreferablyunequivocal. In contrast,evaluationof
teachingis nebulous,with no rigid standards.

Find out local expectations.As with researchit is important(thoughnotasessential)
to learnthe local expectations.This includesthenormalfacultyexpectationsof students,
facultyexpectationsof how acourseshouldbetaught,andstudentexpectationswhenthey
take a course.Studentscanbeconservative andmay resenta new teacherwho teachesa
coursein adifferentway from whatthey expect.

Don't betoo hard. This is themostcommonmistake,especiallywhendealingwith
non-majors. New faculty often overestimatethe capabilitiesof students. For example,
supposeyou areat a ski/partyschoolwith a decentgraduateprogram. You have a lazy
classof undergraduates.Pushthem,challengethem,evenwithhold goodgrades,but you
mustnot �unk half of them.

Don't be too 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 are too easy. For example,considera courseat a goodschoolthat
hasn't beentaughtwell lately—say, it' s beentoo easy. Supposeyou tightenup standards,
make the coursemuchharder, but moreworthwhile andchallenging. If you arecareful,
don't get the studentsmad,don't generatea �ood of complaints,thenthis could make a
very goodimpression.At a goodschool,a limited numberof “too hard” complaintscan
actuallyreassurethoseaboveyou thatyou aredoingagoodandconscientiousjob.

Makestudentsthink youare fair. Theoppositeis deadly. If studentsperceiveyouas
unfair, they maygenerateseriouscomplaints.For example,supposea studentcomplains
aboutthegradingof anexam,whetherit wasyour gradingor thegradingof a teachingas-
sistant.Thenaturalreactionis to explainwhy hegotmorepointsthanhedeserved.Instead
seriouslyconsiderthefollowing strategy: listencarefullyandattentively to hiscomplaints,
andthentry throwing him a few points. As anotherexample,considerthat a singleun-
reasonablestudent(andevery schoolhasthem)candestroy anuntenuredfacultymember.
Supposea studentknown to becrazymakesanunreasonabledemand.Try compromising.
You'll not likely be calleda wimp by other faculty. (In this casethey won't even know
aboutthe incident.) Thealternative canbehorrible: lettersto thechairmananddean,pe-
titions by students(organizedby the crazystudent),andso forth. The advice: standon
principle after you get tenure. Sometimesin dealingwith a crazystudentyou needhelp
from thoseaboveyou. Evenhereyou wantto seemlikesomeonewith in�nite patience.

Get goodstudentevaluations. Other thingsbeingequal,it' s alwaysbetterto have
goodevaluations.Checkout theevaluationform aheadof time. Whenplanningthecourse,
seeif you can't helpwith someof thequestions.For example,if thequestionnairefocuses
on “courseorganization,” try to do up a syllabus beforeclassesstart. (A good idea in
any event.) It will helpwith evaluationsif youmakeyourexpectationsasclearaspossible,
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spellingoutthebasisfor thegrade,andexplainingonassignmentsexactlywhatis required.
During the courseyou shouldtry not to have academicsurprises,which studentshate.
(“You all shouldhaveknown thattherewasanexamtoday, sinceit' son thesyllabus.”)

Convincebetterstudentsthat your courseis good. Seniorfaculty frequentlycheck
how gooda teacheris by askinggoodstudentshow thecoursewent.They alsolistento the
complaintsof goodstudentsabouta teacher.

Becareful if youareteachinga seniorfacultymember's“pet” course. Oftenasenior
faculty memberwill have taughta certaincoursemany times. He may resentyou for
teachingthecourseatall, andhemaycomplainif you teachit differentlyfrom hismethod.
Youshouldlook uppastteachers,andif this situationis occurring,askthefacultymember
for adviceaboutthecourse.(Thedown side:youhave to follow his advice.)

Beware of teamteaching. This worksall right if theotherteammemberis a friend
anda junior facultymember, but otherwisetherecanbeproblems.Especiallydangerousis
to teamteachwith anold seniorfacultymember, sayonenearretirement.

Formalversusinformalcriteria. Many schoolshavespeci�c writtencriteriafor eval-
uating teaching,often using teachingevaluations. Seniorfaculty at thesesameschools
often usetheir own anecdotalevidencein decidingaboutteaching.Thusit isn't enough
just to do well on theformal criteria.

Givegoodhomeworksetsandgoodexams,all in writing. This is anotherway to get
somevisibility. Seniorfacultymayoccasionallyseeyour handoutsor hearaboutthem.

Beon time, meetall your classes,don't let classout early, beavailableto students.
This is all obvious,but someyoungfacultydon't realizehow terribleit is for their reputa-
tion tomissaclasswithoutnotifying thestudents.(Thesestudentswill goto thedepartment
of�ce, askingwheretheteacheris.)

At researchschools,don't appeartoemphasizeteachingtoomuch. At many research-
orientedschools,theperceptionthatyou'reneglectingresearchin favor of teachingmakes
youlook likesomeonewhowill notdevelopinto aresearchsuperstar. Thisismorecommon
thanyoungfaculty might believe. Seniorfaculty want to seetheir new colleaguesdoing
a goodjob in teachingwithout spendingtoo muchtime on it. They want the new young
facultymembersto spendmostof their timeonresearch.

Gethelpwith yourteaching. If yourschoolemphasizesteachingor if yourteachingis
perceivedasaproblem,youshouldseekformalhelp,ideally from afriendly seniorfaculty
memberactingasa teachingmentor. Therearetwo goalshere:to improve your teaching,
andto give theimpressionthatyou areconcernedaboutyour teachingandhave improved
it. Even in the absenceof improvement,the secondgoal canstill help your case. You
shouldalsoreadtheexcellentaccountby DanaMackenzieof his tenureproblemsrelated
to teaching(seethereferencesat theend).

Non-native English speakers whom studentsseemto have trouble understanding
shouldmake signi�cant andvisible efforts at improvements,perhapsusingprofessional
speechtutors.
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6. GiveReliable,High-quality Service.

[Most administrators] claimthat their decisionsarestill basedonthreecomponents–
teaching, research andpublishing, andservice, althoughresearch is nowa key factor
at manyinstitutionsthatpreviouslyfocusedalmostentirelyon teachingandservice.
(RobinWilson, “A HigherBar for EarningTenure,” 2001)

Keepin mind thatmany schoolssaythatservicecountsa greatdealtowardtenure.Rarely
is this true. Only whentheserviceyou renderis importantandwhenyou aredif�cult to
replacewill servicecountfor much.Servicemight helpwith tenurea little, but it will not
makeup for otherfaults.

At someschools,the“service”categoryincludesprofessionalservice,suchasservice
asacommitteechairat aconference.Thiswork is moreproperlyconsideredresearch,and
schoolsthat call it serviceare often usingevaluationtrickery to give moreemphasisto
research.Youshould�nd outwhetheryourschoolusessuchaccounting.

Quality andreliability is more importantthan quantity. Acceptinga committeeas-
signmentandnotdoingwhatyouareaskedcanbedeadly. You wanta reputationassome-
onewhodoesagoodjob on thework requested,who �nishes upon time,andwhodoesn't
complain.

Getvisibility. As in any �eld, youmustbeseendoingwork. A committeeassignment
withoutmuchto do maynothelp.

Turn downsomeassignments.It is farbetterto turndown anassignmentthanto doa
poorjob. Of course,evenwhenturningdown youwantto becareful:

Wr ong: “I don't want to do that committeework. It soundsuselessany-
way.”
Deadly: “That committeeinterfereswith my Wednesdayafternoonhard
rockbandpractice.”
Right: “I'm really over-committedwith work right now, especiallywith
xxxx courseandyyyy service.”

Turn downunreasonablerequests.Supposethereis a seriesof demandingandun-
reasonablerequestsfor 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 like this maynot countmuchtowardstenure.
Insteadof saying,“Hell, no, I won't do your shit work for you,” try indicatinghow very
busyyouarealreadywith research,teachingandservice.Thelatersectiononpolitics talks
aboutthis issuemore.

Begun-ho.Giveextra lectures,for exampleto campusstudentorganizations.Spon-
sorastudentorganization.
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7. MakeNo Enemies.
Butwhileeveryonewassleeping, hisenemycameandsowedweedsamongthewheat,
andwentaway. (TheBible, Matthew 13:25.)

Of coursethe focusis on seniorfacultyandtheir perceptions.Even if theheadsecretary
hatesyou, she(or he!) won't be voting during your tenurereview. However, the head
secretarymightconvinceotherfacultythatyoushouldnotbekepton,andin any eventshe
cancauseyou grief andmakeyou look bad,aswell asmakeyou look good.

Make no seniorfaculty enemies.This wasmentionedearlier. As an example,it is
alwaysdangerousto joke with a seniorprofessor. Of courseyou can(andmust)laughat
their jokes.You absolutelymustnotmakesuchapersonthebutt of your jokes.

Do not balanceenemieswith supporters. Sometimesyou areforcedto take sides.
This is a perilouscoursethat you shouldtry to avoid. If you can't avoid it, at leastmake
sureyou gain a powerful supporteralongwith an enemy. The fallacy with having some
enemiesandsomesupportersis thatyou endup with a split votein your tenurereview. At
many schoolsa split vote is death. In otherareasor at otherlevelsof academia,you can
afford a balanceof enemiesandsupporters,but not at tenurereview time. Themoral: get
supportersif you can,but try not to make realenemies.(I discussthis further in thenext
section.)

Oncea seniorfacultymembertold meabouta tenurecaseat his Ivy Leagueschool.
Thedepartment'svotewastwo-thirdsin favor of tenure,soI wasshockedwhenmy friend
said,“So of coursehewasdead,hehadnochance.” Thepeopleabovethedepartmentlevel
weregoingto focuson theone-thirdwho felt thecandidatewasnotquali�ed.

Get a mentorit youcan. Often junior faculty arepractically“adopted”by a senior
facultymember. Suchmentoringcanbeveryhelpful indeed.Thementormaybealtruistic:
hemayenjoy helpinga youngperson.He mayfeel it is importantprofessionally. He may
want to help createthe kind of faculty neededby the department.Bewareof a spurned
mentorturninginto anenemy.

Getalongwell with secretariesandothersupportstaff. Thesepeoplecanhelpyou
look goodor bad.Bring them�o wers,donuts,andpresentsat holidays.Take themout to
lunch.Do notmakeunreasonabledemandsof them.For example,donotgiveasecretaryan
examto typeat thelastminute.(You cando this,but only if you apologizeandafterwards
thankheror evengiveherapresent.)

Do nothingweird. Perhapsyou can't help it, but try not to. For example,suppose
the campuspolice give you an undeserved parkingticket. Your inclination is to �ght all
the way to the presidentof the university, if necessary. You absolutelymustnot bother
upper-level peoplewith (to them)trivial matters.Protestto thepoliceif you like,but then
justpaytheticket. You mustnotdo crazythings,thoughalmostby de�nition a truly crazy
youngfacultymemberwill not beableto recognizethesethings. Examplesthatcometo
mind: keepinga dogin your of�ce; playing loud musicat work; growing phosphorescent
mold in your darkenedof�ce.
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8. Politics in a Department.

Universitypoliticsareviciouspreciselybecausethestakesaresosmall.
(HenryKissinger, February28,2003.)

Departmentsof a schoolare part of the larger political entity, and participatein all the
political maneuversthat constantlyoccurin academia.Seniorfaculty andadministrators
(whoareusuallyalsofaculty)�ght aboutmoney (salaries,budgets,equipment,andperks),
aboutspace(of�ces, researchlaboratories,studios,andclassrooms),aboutpromotions(to
AssociateProfessorfor tenure,but alsoto (full) Professor),aboutadministrativepositions,
andmuchmore.Thebiggestbattlesareaboutpower: who is in charge,who decides.Just
likepriestsin aCatholicchurch,or doctorsin ahospital,thefacultyjealouslyretaincontrol
andtreateveryoneelsewith contempt,althoughnotalwaysopenly.

Eventhoughtheissuesin academiaaretrivial comparedwith life anddeathmattersin
medicineor themilitary, the�ghting is vicious(asin Kissinger's quoteabove),pervasive,
and unrelenting. Thoseoutsidea university picture a bucolic calm, and in fact all the
in�ghting is usually invisible to the students. By rights the �ghts ought not to involve
untenuredfacultyeither. But sometimesjunior facultyaredraggedinto thefray.

Soa seniorfacultymembercomesto a junior andsays,“Either you arewith meor
you areagainstme.” He wantshis junior colleagueto supporthis efforts to gain power,
to be on his side. Whena suf�ciently seniorprofessormakesthis statement,it becomes
a classic“offer you can't refuse”to the junior faculty member. This is the mostdif�cult
situationthatahaplessnon-tenuredassistantprofessorcan�nd himselfin, andthereareno
goodstrategiesto follow. Whatcanyou do in themiddleof a �ght to theacademicdeath,
whereeachsideonly caresaboutwhomyou aresupporting,andwhereeachsidewill vote
againstyour tenureif yousupporttheirenemies?

Avoid the �ght by refusingto choosesides. With this strategy you declineto get
involvedin the�ghting, but youdon't eventhink of usingaword like“refuse.” Thedanger
is that you endup having both sidesagainstyou for tenure. Insteadyou needto make
excusesabouthow busyyou areandhow you can't really get involved in this issue. If a
seniorfacultymembershowsupatyourof�ce with aletterfor youto sign,thisstrategy can
betricky at best.For example,I might saythat I have a deadlinefor anarticlesubmission
in threedaysandthatI just can't think aboutanythingelseright now.

Act naive, unsophisticated,and evenconfusedabout the issues. They will expect
thatyouwon't appreciatewhatis goingon(andyouprobablywon't understandthedetails
of thesebattles),so a naive approachmight work, whereyou sayyou can't get involved
becauseyou don't understandwhat they want,or becauseyou promisedyour mothernot
to sign any letters,or someotherlameexcuse. Thusthis is pretty muchthe sameasthe
previousstrategy.

Pick a powerfulseniorfacultymemberwho is askingfor your supportandbecome
his slave. I meanthis �guratively, of course. You becomethe lackey, the gofer of this
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facultymember, his mouthpiece,his alterego. This is terribly dangerous,but hewill beat
thevote for your tenure,andhemaybe ableto threatenanybodywho votesagainstyou.
Thusyour slave masterhasto have real power already. You mustgive him total support
until yougettenure;if spurned,hewill do anything to keepyou from gettingtenure.

A youngfacultymembercanfall into sucharelationshipwhile hardlyrealizingwhat
is happening.He startswith admirationfor a seniorprofessor, taking thesenior's sidein
disputes.Fromhere,theyoungpersongetstrappedby circumstancesuntil no onethinks
of him asindependentof his seniorcolleague.

A simplerform of such“offersthatcan't berefused”is therequestby aseniorfaculty
memberto be includedasa co-authorof a paper, or includedasco-researcherin a grant
proposal.If theseniorpersonhasa namecomingbeforeyoursin alphabeticorder, andif
heis willing to besecondauthor, thentheharmwith apaperis lessthanit mightbe. In any
caseyou diminish the valueof the article or granttoward your tenureattempt,sinceyou
don't getfull credit.Having aseniorresearcher'snameonyourarticleor grantproposalcan
increaseyour chanceof acceptance,but at tenuretime they will cite this very factto partly
discountthevalueof your researcheffort. Sohereagainthejunior researcheris prettywell
screwedany wayheproceeds,andhewill oftenfeel hehasto includethesenior's name.I
havenogoodadvicefor this situation,exceptto appearnaiveandconfusedasabove.

Finally, therearemoredrasticmeasuresto protectyourselfin theextremesituations
describedabove:

Keepa notebook.Thiswill bementionedin thenext section,but hereyoureallymust
keepanotebook,detailingeverythingthathappens,includingespeciallynamesandquotes
of whatwassaidto you. It mustbeaboundnotebook,handwrittenin ink, keptsecret,with
datedentries.You canusethenotebookin a courtof law, or threatento useit. Keepand
dateall otherdocumentsalso.

Wear a wire. The ideais to recordeverythingthey say. First checkup on the laws
aboutsecretrecordingsin your state,but this is usually legal. You mustbe careful that
they don't realizeyou are recordingthe conversations. You might think they wouldn't
expect suchan extrememeasure,but in fact they will often be suspiciousof a hidden
recorder. Thusit is deathto giveany indicationthatyou arerecording,suchasmakingan
adjustmentinsidea coatjacket, or askingthemto speakmoreclearly. You shouldrecord
phoneconversationsalso,againonly if it is legal in your state.(Somestatesallow it and
somedo not.)

Consulta lawyer. You might shyaway from this stepbecauseof theexpense,but it
could be money well spent. Later you canuseyour lawyer to threatenthem(which can
back�re), andeventuallyto suethem.

9. Play the Game.
Your actionsmustseemnatural andexecutedwith ease. All thetoil andpracticethat
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go into them,and also all the clever tricks, mustbe concealed.Whenyou act, act
effortlessly, asif youcoulddomuch more. Avoid thetemptationof revealinghowhard
youwork. (RobertGreene,The48Lawsof Power, Chapter30.)

As beforeI recommendthatyou play the tenuregameandplay it well, but you mustnot
appeartobedoingthis. Mostof theitemsbelow canbecarriedoutcovertlyorwith innocent
appearance.

Makea good�r st impression.Attendorientationsessions.Introduceyourself.
Be someoneother faculty want as a colleague. Think aboutthis carefully in your

dealingswith otherfaculty. You wantto bea friendly, helpful,andaboveall usefulfaculty
member. (Seealso“Be akey person”in thenext sectionon beingawinner.)

Getanotheroffer. You shouldarrangeit so that theoffer appearsunsolicited.Such
offerscanmake you look muchmoredesirable.(“We're goingto losehim.”) It' s bestnot
to make threatsor to bluff (“I'm leaving if I don't getwhatI want”) asthey maycall your
bluff.

Take anycomplaintsseriously. Fromstudents,faculty, staff or wherever, if you hear
aboutacomplaint,alwaystake it seriouslyandfollow up on it.

Keepin mind thedifferent levelsof a school, with differentcriteria for tenure. At a
goodschoolit canbeveryhardto satisfytheexpectationsatall levels.Evenaweakschool
may have one level that emphasizesresearchandanotherthat wantsgood teachingand
service.

Keeprecords. Startingwith your appointmentletterkeepevery scrapof paper. In a
specialnotebookwrite down anddateevery promiseor otherstatement.Try to quoteas
accuratelyaspossible.Preparethenotebookasif youweresomedaygoingto trial overthe
tenureissue.(Hey, you might!) Don't let anyoneat your schoolknow of theexistenceof
thisnotebook.(Not anyone, notevenamentor.) Thedrasticstepof recordingconversations
is too dangerousexceptfor emergencies,becauseit may be fatal if they �nd out you are
recording.

Do not openlysolicit a pledge of supportfor tenure. You absolutelycannottrust
any pledgeof support,thoughof courseyou must graciouslyacceptsucha pledgeand
thankfor futuresupport.A careful,experiencedfacultymemberknowsbetterthanto offer
blank-checkor 1000%support.

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

Bewareof changingrulesor a rising standard. Thiswasmentionedearlier.
Fit in politically. Try to �nd out what's importantat your schoolandwhat's not.

Shouldyou bePolitically Corrector anti-PC?
Nomajorchangeof your �eld. Do not tell facultythatyou'remakingamajorchange

in your �eld of research,especiallynot shortlybeforea tenurereview. They will wonder
if you cansucceedin thenew �eld. If you're importantasanexpert in theold �eld, they
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maybedismayedby thechange.Themostyou cando is tell themyou're addinga �eld,
andeventhis is risky.

Try to in�uence your references.Often you canhelp in�uence the speci�c outside
expertswhowrite lettersin yoursupport.Evenif youchooseyour referencesyourself,this
canbevery, verytricky. A singlereallybadlettercankill you,but it is oftenessentialto get
a numberof lettersfrom top peoplein the�eld. Keepin mind thatunlessanexpertreally
hatesyou,heor shewill usuallyeitherwrite ano.k. letteror noneatall. Bite thebullet and
give themaspossiblereferencesa long list of peoplein your �eld who seemfriendly to
you.

Don't try for tenure whenthere's no hope. It' s oftenobviousto othersthat tenureis
completelyout of the question,usuallybecauseof inadequateresearch.Candidatesmay
stick it out,hopingfor amiracle.Theproblemis thatyoumaywastehugeamountsof time
trying to make everyonehappy, doing endlessserviceandscutwork, insteadof working
onyour researchandlooking for anotherjob. It' s farbetterto look for a job beforeyouget
deniedtenure,preferablyayearor morebefore.

At theotherendof thespectrum,a bright youngresearcherat a top school(suchas
Princeton,say)mightnot know thattheseschoolsseldomtenuretheir assistantprofessors.
Dependingon many factors,the tenureratecanbe lessthan10 percent. Sometimesan
untenuredyoungfaculty memberat sucha schoolmay be doing very well indeed,with
peoplein his �eld referringto him asa “rising star” or as“one of the top youngpeople
in thearea,” with “tremendouspotential,” etc. This personmaynot realizethat theschool
wantsto hire in a tenuredpositionapersonwhoalreadyis at thetopof the�eld, whois not
just “rising” or has“potential” but is known internationallyasa leaderin thearea.

Othercandidatesfor tenure canin�uenceyour outcome. There's not muchyou can
do aboutit, but you shouldbeawarethat it will hurt your chancesif thereareotherbetter-
quali�ed faculty up for tenurewith you. It may help your chancesif thereare worse-
quali�ed faculty in thepool. Sometimesyou have a chanceto try for tenurea yearearly,
and thesefactorsshouldbe taken into account. As anotherexample,a faculty member
whomnoonewantsto tenure(for whateverreason,but usuallythatthey hatethemember),
with a researchrecordequivalentto yours,cantorpedoyour chances.

Prepare your tenure folder carefully. All alongyou mustdocumentwhat you do.
But, dependingontheenvironment,youmustnotseemto beputtingall mannerof garbage
into your �le. One solution is to label everything accurately. Thus you can cite your
talksto high schoolsunder“CommunityService,” but not under“ProfessionalActivities.”
Materialsthataretoo �ashy canback�re: betterto look a little modest.Bestis to besure
youhave thingsto highlight in your resume.

Appealand�ght negativedecisions.A negative recommendationby thedepartment
shouldbe appealedas a matterof course. Sometimesyou hearnothing until the �nal
decision.Now youcanforgetaboutthe“Mr . NiceGuy” stuff andstopworryingaboutper-
ceptions.Trackeverythingthey did verycarefully. Try to �nd out whatwenton at various
committeehearings.If they brokeany of theirown rules,youhavegroundfor negotiations
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or evenalawsuit. Rememberthatadministratorshatelawsuits.Keepin mindthatthey must
treateveryoneequal.If candidatesfor tenureweretreatedin any waydifferentlyfrom one
another, youmayhavegroundsfor a lawsuit. (For example,if they madeaspecialpointof
askingfor extrareferencesfor you.) A �nal noteaboutlawsuits.Thesuitmayonly getyou
acashsettlementandnot tenureor a job. Having �led asuit,youmay�nd it moredif�cult
to geta job elsewhere.In theendyoumayneedto acceptthenegativedecisionsothatyou
cangetadequatereferencesfor anotherjob.

10. Be a Winner.
TheACADEMICLADDER:Gethelpwith theclimb.
DissertationCoachingHelp,AcademicCareerandTenureCoaching.
WriteYour Dissertation- GetTenure- Reach Your AcademicCareerGoalsWith Less
StressandWorry.
MeettheAcademicLadderTeam!
(Smallpartof anonlineadvertisement.)

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

Don't showexcessiveconcernabouttenure. Here's the properattitude: the school
needsyou. If you don't get tenure,you'll just go somewhereelse. Above all don't act
desperate.

Try to be a key person. A key persondoesthingsaroundthe departmentthat oth-
erscan't do or would have troubledoing, suchasteachingkey (= important)coursesor
renderingkey service.Youwantpeoplewonderingwhatthey will do if you leave.

Talk yourself up, act like a winner. Here's the idea. Supposeyou spendthe whole
weekend(or thewholesummer)�xing somethingup (like a laboratory)or �guring some-
thingout (likea pieceof software).Don't whineabouthow hardit was.Insteadlet people
know whatyou did, but act like it wasno big deal.You're a winner, you're good,you can
do thatstuff easily.

Wr ong: “Pleaselet me teachthesetwo worthlessservicecoursesthis
semestersoI canhavetimeto work onresearch,sinceeverything'sgoingto
hell with my researchanyway.”
Right: “Givemethathardkey coursefor majorsthis semester. It will help
with my researchand I really like the challengethat thesegoodstudents
provide. My researchis goingwell.” (Implicitly: “I'm awinner.”)
Rationale: They' ll discountresearchsuccessif you teachjunk courses.
And thewholeattitudesoundswrong.
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Don't be too modest,don't be too honest.This is similar to theprevious item. You
can't afford to behonestor modest.

Showno weakness.The �nal oneof threerelateditems. You shouldnot admit to
physicalor mentalweaknessof any kind—particularlynot to a weaknessthatmight make
it hardto interactwith you. Hereis anexample:

Wr ong: Usinga sentencethatstartswith “I don't know . . . ” or with “I
can't do . . . ” or with “I don't feelwell enoughto . . . ”
Deadly: “I think I'm losing my eyesight[or hearing,or ability to walk,
etc.]” “I have [a dreaddisease]thatwill incapacitatemein a few years.”
Right: “I feel great;I'm sofull of energy.” Keepyour diseasesto yourself
until afteryougettenure.

Don't brag too much. Let peopleknow your accomplishmentsandhow muchof a
winneryouaremoreasanafterthought,moreasif by accident,not by bragging.

Wr ong: You geta nicearticlepublished.Stick a copy in every department
member'smail box.
Right: You mustmanageto let themknow in someotherway. Oneidea:
Justtell a few key peoplehow happy you arethat your researchis �nally
gettingtherecognitionit deserves.(But not tooheavy a touchhere.)
Rationale: Youmustnotpromoteyourselftoo openly.

Make sure peopleseeyouworking. Make sure they know whatyou're doing. Again
not tooopenly.

11. Dirty Tricks.

To keepeventheir bestfriendsfrom getting tenure, letter writers shouldemphasize
debatablepoints,slip in cryptic statementsaboutcompetency, andwax eloquenton
personalitycharacteristicsandcommunityserviceactivities.
(AlleenNilsenandSandraLuehrsen,October, 1990.)

They canplay dirty with anyone,andit' s dif�cult to do anything aboutit. Sometimeslies
aretold in thetenurereview committee.Sometimesrumorsarespread.As astandardploy,
someoneat a tenurecommitteemeetingmayquotesomethingyou supposedlysaidor did,
perhapsyearsago.(He said,“I don't know muchaboutxxxx.” “I don't careaboutyyyy.”)
How is your mentorto know whetherthis is trueor not, andeven if not true,whatcould
he sayto refutesucha quote?Right in the faceof unequivocalevidenceto the contrary,
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an enemymay claim that you taughtpoorly, publishedjunk, got undeserved grants(or
evencheatedandlied to getyourgrants)—allcompletelyunsubstantiatedclaims.It' s very
dif�cult to counterthesetactics.Herearea few thingsyou might try.

Be in a positionto knowwhat's going on. You needa mentorin the tenurereview
committeemeetingswho knowsyou well. With luck yourmentorcancounteranunjustor
untrueaccusationright on thespot.

Forcefully counterany accusations.Of courseyou needto refuteany untruestate-
mentsif youhave thechance.

Evenhere, continueto soundlike a winner. Again, don't sounddesperate.You can
act mad,but just becausethe accusationsareso absurd(or whatever). Try not to sound
defensive. For example,youmightendupdenying accusationsto facultywhodid nothear
them,or whohadlent themnocredenceatall.

If you�nd out aboutdirty tricks,try to usethemto strengthenyour case. You might
getsomesympathysupport,youcanusethemto askfor arehearing,andthey canhelpyou
with a lawsuit.

12. Aftermath of a Negative Decision.

All happytenure casesmay be alike ����� , but each failed casefails after its own
fashion.(DennisBaron,“WhenTenureFails,” 2003)

� If you�ght a tenuredecision,expectit to costyoua greatdealof timeand
emotionalenergy.

� Do not venture into the fray alone. You needan older, wiser, and better-
connectedadvocate.

(DanaMackenzie,TheTenureChasePapers, 4. DoubleJeopardy.)

Many candidatesfor tenureareamazinglyoptimisticabouttheir tenurechances.They may
fail to realizehow seriousthedecisionis for aschool—guaranteedemploymentfor therest
of acareer. Typical youngfacultyfeel they haveworkedhardanddeserve tenure.

Most young faculty membersreceive a clear explanationof tenureexpectations,
whichusuallyincluderequiringaprogramof researchleadingto publicationandrequiring
excellencein teaching.Someof thesefacultydonotcomecloseto meetingthecriteria,yet
they maybegenuinelyshockedat a negative tenuredecision.(Facultysometimestry for
tenureata research-orientedschoolwith no publicationsat all, andthenaredismayedand
depressedwhenturneddown.)

Thereactionif tenureis deniedcanbesimilar to thegrief at thelossof a lovedone,
often with the four phasesof that grief (in someorder): anger, denial, depression,and
resignation(or whatever). Therearestrongfeelingsof rejectionon thepartof thefaculty
membernot receiving tenure.It canbesimilar to adivorce.Thefacultymembermaywell
have troublesleepingandmay develop inappropriatebehavior. The samethoughtswill
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keeprunningaroundin his (or her)head:“I workedsohardfor solong. I gave suchgood
servicein xxxx andyyyy areas.My researchis quite well thoughtof. My studentslike
me. The committeewascompletelyunfair. I'm betterthanthe last two peoplewho got
tenure.I'm evenbetterthanmostof thecommitteemembers.They're treatingthis like an
exclusiveprivateclub. How will I tell my friends?How will I getanotherjob?”

I amincluding this sectionpartly to prepareyou (theuntenuredreader)in caseof a
denialof tenure. If you expect the feelingsmentionedhere,the situationmay not be as
devastating.Hereareadditionalactionsto consider.

Talk with mentors, friends,andexperts. You wantemotionalsupportaswell asad-
vice.

Decidewhetherto appeal.An appealis not likely to succeed,andtheprocesscanbe
drawn outandexhausting—physically, �nancially, andemotionally. (Seethecaseof Dana
Mackenzielisted in the references.)As mentionedearlierin Section9, checkeverything
thathappenedduringyour tenurecaseaswell asyou can,andtalk with othersbeforeyou
decide.

Look for anotherjob. Look right away, even if you appeal. You shouldcarefully
ful�ll theobligationsof yourposition,but noonewill expectyou to work ondepartmental
anduniversitymattersasyou did before.Expectotherschoolsto know thatyou didn't get
tenure(from thetiming or thegrapevine),soyou shouldsteelyourselfnot to bedefensive.
Peoplerealizehow hardit is to get tenurenow, andhow capriciousthesystemcanbe,so
thedenialis notall negative.Nevertheless,youshouldexpectthatyournew status(“denied
tenure”)will hurt yourchanceswith new jobs.

Useotherfaculty. Try to stayon goodtermswith severalfacultysothatyoucanstill
getlettersfrom them.

Avoid the negative. No negative feelings; they're just self-destructive. Absolutely
don't write negative lettersaround.As mentionedabove, if asked,you shouldadmit that
youweredeniedtenure,but you shouldn't bedefensiveor negativeaboutit.

Still act like a winner. (They screwedup—their loss.) Why act like a winner, when
you arehurtinganddon't feel like one?It will make you feel better. It mayhelpyou get
anotherjob.

Threatento sue, and thenperhapsactuallysue. You canthreatenevenduringyour
appeal,althoughusuallyyou needto exhausttheappealbeforesuing.This wasdiscussed
at theendof Section9.

Finally, readthenext section,to seethatsomepeoplefeel frustratedandunful�lled
in their tenuredposition.

13. Aftermath of a PositiveDecision.
����� manyacademics����� still feelthat their promotionwasalienating, that they wereill
preparedfor whatwouldhappen.Andmanystill gripeaboutoneor anotherperceived
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slight, injustice, or insult whenpeoplewhohadbeentheir colleaguesandfriendsfor
sixyearsgot togetherto judge themin secret.
(DennisBaron,“Life After Tenure,” 2003)

You've madeit. You spenthalf your life trying to get tenure,andnow you've got it. Do
youthink it' sgoingto makeyouhappy? Maybenot. Herearesomenegativeconsequences
of yournew status.

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

Moreadministrativework. Youwill beforcedinto alot morecommitteeandadminis-
trativework, includingevenscutwork, unlessyoucanof�oad it ontosomepooruntenured
person.(You can't of�oad tenurereview committeework.)

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

Obsolescence. As timepasses,asstandardsrise,asyougetoutof date,youmustput
up with negativewhispers:“He's nogood;he'd nevergettenurenow; . . . ”

Fightingfor resources.Youhaveto �ght for meagersalaryraisesandotherresources.
Trappedin tenure. You can't move to anotherlocality or anotherjob. The only

reasonablejob changewould be to anothertenuredposition,andthesearequite hardto
obtain.As time goesby andasyou getcaughtup in moreadministrativework it just gets
harder. Therearetwo mainwaysto getout,bothdif�cult: getaresearchappointmentbased
on truly outstandingresearch,or get an administrative appointmentsuchas department
heador dean.For thesecondmethod,you needadministrativeexperienceat your current
school,andthattendsto weakenyourresearchandcloseoutthe�rst method.Onecommon
strategy (or outcome,if you like): geta tenuredappointmentmainly to do administrative
work. Thenresign(theadministrative position)on somepretext (or, if you like, for good
reasons)andfall backto regularfacultystatus.

* * *

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

Don't justvote“yes” onall tenuredecisions.A tenuredecisionis averybig respon-
sibility, for theschoolandevenfor youpersonally. In many respectstheeasiestway is just
to vote“yes.” For example,pushinga weakcandidatefor tenuremayprovoke distrustby
upperadministrators.Too many “yes” votesmaymake it hardto getyour bestcandidates
through.Ideally, you shouldpasspositive recommendationsup theline only for outstand-
ing candidates.In casethe committeefavors the candidate,it is essentialthat someone
makesurethetenure�le is asgoodandstrongaspossible.

Avoid administrativework, unlessyouwant to headin that direction. Certainlyone
careerpathleadsto a universitypresidency, andyou starton thatpathwith administrative
duties.
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Keepa research program going. This is very important. Even if you want to be
anadministrator, it' s still anexcellentidea. For a non-administrativecareer, it' s essential.
Bewareof all thepressuresto slackoff with your research.

* * *

From hereon, the advicetakes two forms. First, in caseyou mainly want to help your
untenured colleagues,rememberthat you werejust in this situation. Give thema break.
Speci�c recommendationsmirror muchof therestof thispamphlet:

Leavethemalone. Give themtime to work on their research.
Bea mentor. But don't bepushy. (They maynot wantyou asa mentor, but feel that

they can't turn down your “help.”)
No promises.Don't promiseto supporta youngcandidate,sinceit is badform, and

youmaynotbeableto keepthepromise.
Nounfair advantage. Don't takeadvantageof them,eitherprofessionallyor socially.
Be fair. Be fair andcareful in evaluatingthemfor tenure. Look pastany of their

strategiesor quirks. Evaluatethemon their researchachievementandpotential,on their
teaching,andon their service.

* * *

On the otherhand,in caseyou mainly want to help yourself and your own career, at the
expenseof theuntenured,whatyou shoulddo arein many waysthemirror reversalof this
pamphlet's recommendations.You shouldlook out for yourself.Sometimes,whatis good
for the untenuredmay alsobe goodfor you, but in othercasesyou hopeyour untenured
colleagueis not readingthispamphlet.

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

Planaheadwhenhiring. Alreadywhenhiring new untenuredfaculty, youdon't want
independenceanda strongpersonality, but theopposite,assumingthebasicresearchskills
arethesame.You especiallydon't wantto hire a facultymemberwho will becomea rival
of yours(a rival for whatever resourcesyou areseeking).

Decideif the individual will get tenure. In order to decidehow to andwhetherto
exploit anuntenuredcolleague,youneedto evaluatehisor herchancesof gettingtenure.If
thesechancesarehigh, thenyou needasubtleform of exploitationthatwill leave thisper-
sonasyoursupporter, sincethefacultymembermaybearoundfor a longtime. Otherwise,
your mainlimitationsarethechancesof a law suit.

Getextra publicationsandgrants. It' s easy. Justgetyour pooruntenuredsapto let
you signon to their articleor grantproposal.For someonegoodwho maygettenure,you
needto do thiscarefully, perhapsemphasizingthatyouaretrying to helpthem.

Do specialfavors to thosewho might get tenure. The ideais to make thema sup-
porterof your careerandyour power struggles.Onefavor is to help themget tenure,and
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ideally they shouldthink that you werethemain reasonthey got tenure.In doing favors,
a beginnerattachesconditionsandstringsto the favor, whereasthe expertdoesthe favor
unconditionally, intendinglaterto askfor their support.

Conclusions.
What's happeningis that the [tenure] processhas becomemuch more formal and
demandingand terrifying. The pressure is not just comingfrom faculty, but from
administratorswhoare trying to raisethestatusof theentire institutionon thebacks
of a new generationof youngpeople.
(KennethT. Jackson,Professorof History, ColumbiaUniversity, 2001)

If youhavereadthis far, youmaywell think thatthediscussionandrecommendationswere
amusingbutnotrelevanttoyoupersonallyasanactualuntenuredfacultymember. Youmay
teachat a smallandunpretentiousschoolthatsurelywould not make sucha big dealout
of tenure.You may feel that your colleaguesareall friendly andeasygoing—unlikely to
causeyou troubleat tenurereview time. You mightberight, but you'remorelikely setting
yourselfup for a shockandfor disappointment.I have seenandheardof so many cases
similar to theonespresentedherethatif I wereyourmotherI' d beworriedfor you.

SoOK—goaheadandbeagoodfacultymember:pursueexcellencein researchand
teaching.Don't be a phoney, anddon't go aroundconstantlykissingup to your tenured
colleagues,while kicking thosebelow you. Above all don't spendtoo muchtime on the
issuesdiscussedin thispamphlet.

But I recommendthat you follow the standardwartime advice: “K eepyour head
down.” In otherwords,stayalertto theseissues.They usuallycomeuponewayor another
duringyour pursuitof tenure.
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