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Plan for Building a Diverse Faculty

College of Natural and Agricultural Sciences
University of California, Riverside

I. Commitment

The vision of the College of Natural and Agricultural Science (CNAS) at UCR is to become a premier college of science, mathematics, and agriculture. To achieve this vision, it is the top priority for CNAS to build an outstanding faculty – one comprised of excellent researchers and teachers and one that is more representative of UCR’s diverse student body. It is imperative that we diversify the faculty, to serve as effective role models for students and to signal the College’s commitment and intention to achieve better ethnic and gender balance. This commitment to diversity is emphasized in the College of Natural and Agricultural Sciences Academic Plan for FY 2005/06 to 2008/09 and is one of the principal goals of the CNAS Dean and Associate Deans.

While CNAS has made some recent advances in the area of faculty diversity, we are limited by the diversity in the national and international hiring pools.  Clearly, we must be aggressive and proactive if we are to make substantive progress.  In the long term, we must cultivate a diverse undergraduate population and enhance the success of our graduate students and postdoctoral fellows.  This should ultimately increase the numbers of women and underrepresented minorities in future faculty hiring pools, both at UCR and nationwide. The plan that follows is intended to serve as a guide for faculty recruitment and retention. It outlines both short-term and long-term strategies to be undertaken by the Dean’s office and academic departments for achieving a more diverse faculty in the College of Natural and Agricultural Sciences. 

II. CNAS Today
As one of the most diverse research universities in the nation, UC Riverside is well positioned to provide the highest quality educational experience for students underrepresented in science and engineering disciplines. The student body of the College of Natural and Agricultural Sciences reflects the diversity of the campus – 7 percent of students enrolled in the College are African American and 17.4 percent are Chicano/Latino (Fall 2004 headcount). More than 53 percent are women. Our faculty members are deeply committed to the undergraduate experience, with most hosting undergraduates in their laboratories or otherwise providing extracurricular opportunities to students that build upon classroom studies. The CNAS Dean’s office encourages and supports these efforts, in part through the appointment of a Coordinator of Undergraduate Research (http://www.cnas-ugresearch.ucr.edu) and the awarding of Dean’s Fellowships to promising students of all backgrounds.

This educational environment presents us with the exceptional opportunity to influence the next generation of leaders in the science, technology, engineering and mathematics (STEM) fields. Much has been written about the critical need to sustain U.S. competitiveness in science and technology by producing the highest-quality scientists in STEM fields and in education from all backgrounds. It is imperative that this generation of students have role models as mentors to demonstrate that a career in science and technology is an attainable goal and to help guide students along their own paths to self-fulfillment.
III. Goals, Objectives, Outcomes

Currently, just 16 percent of faculty in the College are women; 3.1 percent of faculty are Hispanic and 17.8% Asian/Pacific Islander (“Multiple Baseline Analysis,” presented at “Diversity in the Academy” March 2005). There are no African American faculty. Clearly, we must do a better job for our students and for the future of U.S. leadership in STEM fields.
Through this Plan for Building a Diverse Faculty, the College of Natural and Agricultural Sciences has the following goals:

1.
To build a diverse faculty that is world-class, one comprised of scholars who conduct research at the forefront of their disciplines, who lead high-quality graduate programs, and who provide the best possible undergraduate educational experience for our students. Faculty are the foundation of a research university, and it is our view that a faculty body that is both excellent and diverse best serves UCR’s student body, the goals of the University of California, and the people of the state.  Faculty diversity will be a reflection of the diversity of our student body.  
2.
To have candidate pools for every faculty position reflect, at the very least, the national availability of Ph.D.s in the respective discipline, with respect to gender and ethnic diversity.  Search committees will also reflect the campus gender and racial diversity.  The College will codify and carry out hiring practices consistent with the campus Handbook for Academic Hiring: (http://academicpersonnel.ucr.edu/Appointments/ApptCall04.pdf).
3.
To provide faculty with tools to enhance their success in grantsmanship, teaching, research and publishing, and their roles as academic leaders to advance UCR toward the front rank of research universities nationwide. It is not enough to build a faculty that is diverse with respect to gender and ethnicity through the appointment process. An environment that is supportive and intellectually and culturally stimulating will help ensure that faculty recruited to UCR stay on campus and are successful for many years to come.
The initiatives outlined in Section IV below are, taken together, intended to achieve each of these goals. Leadership will be provided by the Dean and Associate Deans, through their personal involvement in the faculty recruitment process and their collaboration with department chairs and search committee chairs to heighten the effectiveness of our faculty hiring practices.
IV. Strategies and Tactics

A. Recruitment Strategies and Tactics

The opportunity to build a more outstanding and diverse faculty in the College of Natural and Agricultural Sciences has perhaps never been greater. Enrollment in the College is expected to continue growing, with a concomitant growth in the faculty ranks. The CNAS hiring plan recently submitted to the Executive Vice Chancellor requests 30 faculty recruitments for the 2005-06 academic year. This is an opportune time to improve our recruitment strategies and tactics so that we broaden the candidate pools to the greatest extent possible, as well as to adopt practices that will ensure that we retain the faculty that we work so hard to recruit. Figure 1 below provides a visual representation of our overall strategy – beginning with expanding the pool of potential candidates, feeding into the actual search process, and broadening with initiatives aimed at retention and mentorship. Following Figure 1, specific initiatives are listed, providing details for implementation. This plan, and the logistics to carry it out, will be discussed extensively at the Department Chairs’ Retreat scheduled in September 2005.















CNAS will strive to have a diverse membership on each and every faculty search committee. Each committee will have, at minimum, one woman and the committees will consider diversity as they formulate their recruitment plans and consider applications. The pool of applicants should at the very least reflect the national availability of minorities and women in the area of the search.  

With 41 female faculty in the College, fairly well distributed across academic departments, it should be possible for each search committee to have at least one female member. Care will be taken to ensure that search committee duty is equitably allotted so that no individual female faculty member is burdened with more than one search committee assignment per year.

As a pilot for two recruitments in the 2005-06 academic year, the College in consultation with search committees will appoint to each of the chosen search committees a minority member from outside of CNAS. The College currently lacks the diversity for all search committees to be ethnically diverse. However, depending on the area of the recruitment, potential search committee members qualified in the discipline of the search or a closely related discipline may be present in other academic units at UCR, at other institutions, or in industry or government. The Dean will meet with the chair of two selected search committees to discuss appointment of a member outside of CNAS and the logistics of conducting the recruitment, should the underrepresented committee member be from outside of UCR. For instance, should that member be beyond convenient travel distance of campus, that member may participate electronically in the development of a recruitment plan, by express mail in the review of applications, and by telephone in the interview stage of the search. If this pilot is effective in bringing to the committees a voice for diversity, it will be evaluated and refined for adoption in all faculty recruitments.

A web page, “Resources for Building a Diverse Faculty in the Sciences,” will be developed and incorporated into the Dean’s office website. This page – linked prominently from the College home page (www.cnas.ucr.edu) – will include useful tools and sources of information, such as links to professional societies and their newsletters, the UC President’s Postdoctoral Fellowship Program, and the Compact for Diversity (http://www.instituteonteachingandmentoring.org/Compact/index.html). Commonly asked questions will be answered in an “FAQ” section and a CNAS Faculty Hiring Manual will be published on the site. The web resource will be modeled, in part, on the “FacultyDiversity@UCLA” web site (particularly the page http://faculty.diversity.ucla.edu/searches/resources/).

To aid search committees campuswide, the CNAS Dean’s office will recommend that the campus purchase the 2004-2005 Minority & Women Doctoral Directory (http://www.mwdd.com), a registry of up-to-date information on potential faculty candidates who have recently been awarded, or are soon to receive, doctorates. This directory enables search committees to contact potential candidates about open positions by providing names, addresses, ethnicity, and areas of specialization, thereby expanding the pool. Should the campus decide not to purchase the directory, the College will purchase the two-volume set ($385; $175 for each additional copy) and make it available to search committees as they develop individual recruitment plans. 
The CNAS Dean’s Office will invite Yolanda Moses, Special Assistant to the Chancellor for Excellence and Diversity, to meet with each department prior to the fall recruitment season to discuss ideas for expanding faculty search pools and brief faculty on permissible measures for building a gender and ethnically balanced faculty.
The College will support and reinforce this initiative by personal involvement of the Dean and Associate Deans in all approved searches. Following the meeting between Dr. Moses and departmental faculty (to be coordinated by the Dean’s office), the Dean or an Associate Dean will visit each search committee to review the recruitment process and discuss methods for expanding the pool of applicants to reflect the national availability of minorities and women in the area of the search. The Dean’s office will also develop a CNAS Faculty Hiring Manual for search committees listing “best practices” for expanding candidate pools (e.g. using personal and professional networks to identify potential candidates and recruiting outside of academe), and candidate file review.

Prior to sending out invitations for interviews, the Dean or an Associate Dean will review the search committee’s recommendation regarding who should be interviewed and all applicant files in the search to verify that diversity has been taken into account and that any minority or female candidates with competitive records are included in the interview pool. Once the Dean’s office has approved the interview candidates, the search committee will proceed with the interview phase of the recruitment. 

To ensure timely and thoughtful consideration of the files, the Dean’s Office will require search committees to request the appropriate Associate Dean review candidate files and approve the interview pool at least two weeks prior to the interview phase of the recruitment. This has been common practice for the past two years and has created added workload for the Dean and Associate Deans. To manage this administrative burden to the greatest extent possible, the Dean’s office will develop a spread sheet for the use of search committees to compile salient facts about the candidate pool and to justify the basis of each candidate’s selection/non-selection to interview. The spread sheet will contain the candidates’ names and current institution, current position, gender and ethnicity (if known), and a synopsis of the candidates’ qualifications. This spread sheet will accompany the files to the Dean’s office. To determine the extent to which the pool reflects national availability of scholars in the area of the search, the applicant pool for each position will be compared with such sources as the annual Academic Affirmative Action Plan developed by the UCR Office of Affirmative Action and from Science and Engineering Doctorate Awards: 2003 (National Science Foundation, 2004). The latter publication reports numbers of doctorates earned each year between 1994 and 2003 in specific disciplines within: engineering; the physical sciences; earth, atmospheric, and ocean sciences; mathematics/computer sciences; and biological/agricultural sciences, among others. Specific tables provide doctorates awarded to women by field of study and doctorates awarded to U.S. citizens by race/ethnicity and field of study.
Exploit to full advantage the faculty recruitment opportunities presented by the University of California President's Postdoctoral Fellowship Program.

Established in 1984, the University of California President's Postdoctoral Fellowship Program encourages outstanding women and minority Ph.D. recipients to pursue academic careers within UC. The program is open to all qualified candidates who are committed to university careers in research, teaching, and service that will enhance the diversity of the UC academic community. 

In awarding fellowships, the program gives special consideration to candidates whose record of scholarship and service contribute to the diversity of the academic community. In mathematics, engineering, and the life and physical sciences, the program prefers candidates who have participated in teaching, mentoring or outreach programs that promote educational opportunities for underrepresented students in higher education. Thus, recruiting from this pool will have the added benefit of further diversifying the “pipeline” of young scholars in science, as these individuals are apt to be particularly enthusiastic about continuing to mentor minority students and engage in activities that encourage students to pursue their studies in science.

Each search committee shall review the list of President’s Postdoctoral Fellows to identify those whose research areas are relevant to that committee’s search and potential candidates will be invited to apply. While search committees currently are encouraged to look at past and present President’s Postdoctoral Fellows as potential candidates, this practice is not uniformly followed. This step will be included in the recruitment checklist that departments will be required to complete when they forward candidate files to the Dean’s office. Additionally, the Dean or Associate Deans will remind search committees of this potentially rich pool of candidates during their initial meetings with each search committee

The Dean or an Associate Dean will attend and participate in the annual Spring Retreat of the President’s Postdoctoral Fellowship Program to “scout” potential candidates for current or planned future recruitments. This retreat, held at UC’s Lake Arrowhead Conference Center, gives fellows an opportunity to present papers and to receive feedback from their faculty mentors and other invited faculty. The retreat also provides an opportunity for fellows to network within the UC family. The College of Natural and Agricultural Sciences should be a visible presence at this annual event.  

Send a Dean’s office representative or designee to the annual conferences of the Society for the Advancement of Chicanos and Native Americans in Science (SACNAS) and the Biomedical Research Conference for Minority Students (ABRCMS).

Attendance at these conferences will enable us to more effectively network with academics who are dedicated to diversity in the sciences and who can help us identify additional avenues for expanding the applicant pool. It will also be an opportunity to “scout” potential future graduate students, postdoctoral scholars and faculty.

The Dean will consider allocating faculty lines to departments for “Targets of Opportunity” (TOP) hires to enhance the College’s goal to build a faculty that reflects the gender and ethnic diversity of our student body.

The projected increase in numbers of students will bring new faculty positions to campus. Each department in the College will be strongly encouraged to be continually alert for outstanding senior and junior academics whose credentials would strengthen areas of emphasis, consistent with their academic plans, or build on an area of emerging departmental strength. Target of Opportunity Appointments (Handbook for Academic Hiring, http://academicpersonnel.ucr.edu/Appointments/ApptCall04.pdf) provide the campus the flexibility to seize opportunities presented by potential candidates who are “major” academic stars. 
Prescribe departments to behave in a constant “recruitment mode” – not only in anticipation of a specific search, but also in a proactive manner to remain attentive for scholars who are potentially qualified for faculty positions planned for future years or for TOP appointments.

The College will establish a seminar fund that provides matching funds to departments to invite outstanding scientists from all research areas to UCR to present scientific seminars and to meet with graduate students and postdoctoral researchers.  We believe such seminars will serve to introduce potential candidates to the UCR campus outside of the search process, in an enjoyable atmosphere and without the added stress of being interviewed. The mentoring of our graduate students and postdoctoral researchers will be greatly enhanced by opportunities to meet and network with scholars who can share their experiences and suggestions for rising through the academic ranks. Visiting speakers may also emerge as potential search committee members. Departments requesting seminar funds from the Dean’s office will be required to submit a brief proposal stating the expected value of the visit to departmental and College goals, the qualifications of the speaker, and tentative plans for the seminar and meeting(s) with graduate students and postdoctoral associates. Departments will also be encouraged to invite UC President’s Postdoctoral Fellowship recipients as speakers. In addition to funds provided by the College, the Dean’s office will seek additional funds from central administration to support such seminars.
Ensure equitable treatment of faculty candidates in the setting of salary and initial complements, and in the merit and promotion process.
Each year, CNAS will compile an analysis of compensation offers (salary and initial complements), retention packages, and merit and promotion cases. This analysis will take into account expected differences in initial complement levels between disciplines. It is expected that such an examination will reveal any unintended biases in the setting of salary/initial complement offers and retention packages, as well as in the merit and promotion process. 
Encourage departments to convene academic and career development conferences that would include oral and poster presentations by graduate students, both those currently enrolled at UCR and at universities across the nation.
As a financial incentive to departments wishing to host graduate student conferences, the Dean’s office will solicit proposals and make partial conference funding available to the most meritorious requests. Conferences focusing on graduate students as presenters and guests would serve several purposes, including the following: introducing future potential candidates to the campus and department of their chosen discipline; providing opportunities for graduate students to network and learn of potential postdoctoral, academic research or faculty positions; and affording graduate students a venue to hone presentation skills that are critical to success in academia. Departments contemplating hosting such events will be highly encouraged to promote their events widely, including at Accredited Postsecondary Minority Institutions. 
B. Retention Strategies and Tactics

CNAS will enhance the success of our new and current junior faculty, professional researchers, and postdoctoral fellows by implementing the Howard Hughes Medical Institute (HHMI) Scientific Laboratory Management program to provide guidance for the challenges in grantsmanship, publications, and laboratory management.

Faculty in all disciplines on our campus must balance the rigors of teaching, research and administration. Graduate school and postdoctoral experiences rarely provide the training to achieve this important balance. CNAS faculty must learn how to develop, fund and maintain vital and rigorous research programs, manage their laboratory’s data and personnel, and mentor students, staff and postdoctoral fellows. In addition, faculty must become good university citizens by contributing to departmental, College, Academic Senate and campus committees that contribute toward advancing UCR’s national and international reputation. These new challenges to junior faculty can be daunting, since many are also learning to balance professional and family obligations. 

The Howard Hughes Medical Institute and Burroughs Welcome Fund have developed a Scientific Laboratory Management Program that provides training for their fellows to assure success in teaching, grant funding, laboratory management and administration. CNAS has the opportunity to participate in the 2005 program and will bring the strategies for developing a laboratory management program to UCR. In conjunction with the Vice Chancellor for Research, CNAS will first develop a Scientific Laboratory Management Program for the life sciences. 

The goals of the UCR program, as outlined in the College Academic Plan, will be to acquaint young investigators with strategies for academic success at UCR and beyond including: 

· principles and demands of grantsmanship (how to get and stay funded)

· project management strategies (the key to meeting programmatic goals)

· methods for laboratory organization and data notebook and data management

· guidelines for student and peer mentoring

· establishing productive collaborations without losing scientific identity

· publishing (data organization, planning for publication, the review process)

· guidelines for merit and promotion in the UC system 

· time management

· recruiting and maintaining productive students and personnel

· issues of gender and ethnic/cultural diversity in the lab environment

· balancing administration and the lab (when to say “no”)

· establishing a balance of extramural and intramural professional activities

· reviewing grants and manuscripts (what is expected)

· ensuring integrity in research and publishing

· resources at UCR (i.e., funding opportunities, research support facilities, Centers and Institutes that provide academic and research focus)

·  principles of technology transfer and how to work with the UCR and the UC system offices

· understanding the research diversity at UC Riverside (agriculture to medicine)

· guidelines for course development and teaching in a large classroom setting

It is anticipated that this Scientific Laboratory Management Program will be open to junior faculty, professional researchers, and postdoctoral fellows. Portions of this program may also be valuable for established faculty who have not been introduced to this “strategic” approach to laboratory management. For example, we have found that in hiring senior scientists from other nations, there is occasionally a lag prior to acquiring federal funding. This is due to the different criteria used by sponsoring agencies, and the evaluation criteria that are used by federal funding agencies in the U.S. The grantsmanship section would be most helpful during this transition period.  Both junior and senior faculty find personnel management challenges continually throughout their careers. Refresher sessions in the problems and possible solutions in personnel management may also be valuable for all faculty. 

While first developed for the life sciences, this program will be adapted to the physical and mathematical sciences and engineering. We also hope that this program can be modified to provide an enhanced career development opportunity for UCR graduate students. This program will enable CNAS to enhance the success and retention of undergraduate and graduate students, postdoctoral fellows and faculty in the sciences. We hope this will indirectly enhance the entry and retention of women and underrepresented minorities in the sciences, thereby increasing the diversity of the faculty pools for colleges and universities nationwide.  The Graduate Dean has agreed to be a partner in this effort.
Offer sessions on the University of California tenure and merit/promotion process and on available grantsmanship resources at UCR to all incoming faculty.

The CNAS New Faculty Orientation for the first time in 2004-05 included a detailed session on tenure and promotion. This coming fall, we will also include a session on campus resources and assistance available to faculty in the preparation and submission of grant proposals. This session, to be conducted in collaboration with the Office of Research, will include information on campus policies and practice with respect to pre-award administration, as well as College- and Research Office-based resources to assist in proposal preparation. We expect the grantsmanship session will be particularly useful for new junior faculty. For many young faculty, the winning of the first grant is a daunting challenge that unfortunately many of them face with little or no guidance. Senior faculty will benefit by understanding campus practices and will thus be able to “hit the ground running” with new grant proposals.
Establish an informal “advisors network” involving senior faculty with new, untenured faculty to provide mentorship and support while new appointees are navigating the tenure and promotion process.

The Dean will encourage department chairs and center directors to ask senior faculty to mentor junior faculty members, providing feedback on drafts of grant proposals and scholarly papers. The Center for Plant Cell Biology has a practice of pairing new faculty members with tenured faculty members in this manner. We plan to adopt this model initially in the centers in the College and, if successful, encourage all academic departments to match assistant professors with associate/full professors. In developing this advisors’ network, we will consult with the new Vice Provost for Academic Personnel, Elizabeth Lord, who herself has organized a women’s faculty group as an informal mentoring program.
V. Evaluation and Assessment

The results of our efforts to attract and retain an excellent and diverse faculty will be tracked by the Dean’s office and reported annually to the Vice Provost for Academic Personnel and the Special Assistant to the Chancellor for Excellence and Diversity.

This annual report will present statistical data regarding each recruitment untaken by the College and its departments during the prior academic year, including the outcome of each search and a statement of how each new appointee will contribute to the research and educational environment of the campus. Information will include the characteristics of applicant pools and those invited to campus for interview visits. 

To measure progress toward our objective of having applicant pools reflect national availability of women and underrepresented minorities, College data will be compared with that found in available national sources, such as Science and Engineering Doctorate Awards: 2003 (the most recent version at http://www.nsf.gov/statistics/nsf05300/). This report includes data from the Survey of Earned Doctorates (a census of research doctorate recipients) and the Survey of Doctorate Recipients (biennial survey of the employment of doctoral scientists and engineers).
Also included will be an analysis of compensation offers (salary and initial complements), retention packages, and merit and promotion cases to reveal any unintended biases in the setting of salary/initial complement offers and retention packages, as well as in the merit and promotion process.

Finally, the report will summarize feedback solicited from department chairs, search committee members and new appointees on the effectiveness of the initiatives outlined in this plan. Based on this feedback, the Plan for Building a Diverse Faculty will be refined and, if necessary, new strategies developed.
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Figure 1. Overview of CNAS Plan for Building a Diverse Faculty.
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