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What do you need?

Your budget is limited
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Managing your startup funds

Startup funds represent your major source of money for the first 2-3 years
Spend Wisely!

With startup money you may have to: Salary covered in years 1 and 2 ($110,000+
1 - Buy equ|pment per year= >$220,000)
2. Pay part of your salary Hires: 2-3 RAs or postdocs--$60,000/year
3. Pay for staff, student, postdoc salaries _ﬁch (sa:aryd+ ber;efgsc))OOK 720,000 ¢
ti >$150, + ;

4. Pay for reagents S Ty ° .
5. Pay for instrument user fees

: Remaining purchases:
6. Pay for mamter!ance contracts Purchases -$150,000 for big equipment
7. Pay for renovations (maybe) UV spec, FPLC, centrifuges, PCR machine,

glassware

 Don’t overspend
« Better to have a lab full of people and sparse in equipment




Setting up your laboratory-equipment and reagents

- Establish relationships with critical vendors

* Negotiate price, accessories, delivery date remember...some
Instruments take time to deliver

« Assure that space is available and appropriate for a given
purchase

* Think about service contracts

* Who are your neighbors? Can you share equipment/co-
purchase? Are there cores?

* Understand the basics of the university procurement system




Getting people in your laboratory

* First, Determine your true needs

« What will be the initial focus of the laboratory?
« Who will train the members of the laboratory?
 What is the “talent pool” like?

« Don't be flattered!

Staffing is the most important aspect of starting a lab

Three categories:

 graduate students (undergraduates)
epostdoctoral researchers

« technical staff

Invite for an interview--NEVER hire someone sight-unseen




Getting people in your laboratory

Recruiting Graduate Students

» Get yourself known: give a seminar, attend retreats, help teach a
graduate class

* use rotation system as way to get your laboratory known

* choose wisely

* make your expectations clearly known

 lead by example--first graduate students are often the key to
success

* build slowly



Getting people in your laboratory

Recruiting Postdoctoral Fellows:

« start looking immediately

« ads don’t work

* go to conferences/meetings to get yourself known

*would you postdoc for you? Remember that we live in the Bay
Area...

Good postdoc(s) is the key to early career success
« Check references, best from people you know and trust

« Call--people often tell you the truth over the phone.
* Request 2-3 letters of recommendation




Getting people in your laboratory

Hiring technicians, lab manager, etc (your staff)
* Think hard about this.....they are real employees
* What tasks will you have them do?

 Define the job precisely.

« What are the advantages/disadvantages?

The SRA versus Junior Specialist

Undergraduates

« UC Berkeley and San Francisco State University

e Summer research programs

* Do you have the bandwidth or a lab member with the time to
mentor?

« What is the appropriate project?

UC Berkely URAP program, https://urap.berkeley.edu/
work-study program https://financialaid.berkeley.edu/work-study



https://urap.berkeley.edu/
https://financialaid.berkeley.edu/work-study
https://financialaid.berkeley.edu/work-study
https://financialaid.berkeley.edu/work-study

Getting people in your laboratory

 Structure the interview day (not too much)

 |f post-doc or senior scientist: candidate should present a
seminar

« Judge their scientific approach and their skill set

* Their ability to think critically, answer questions

O Why do you want to work in my lab?

O What are your career goals?

d What projects have you led?

* Their personality—how do they interact? Answer/respond
to difficult questions?
« Candidate should meet with individual lab members




Offering a position in your lab

« Term of employment—what is the position”?

« Salary--usually set by university--use NIH guidelines and get HR
iInvolved early

« Usually University has an official wording of an offer letter-check
with your HR and get them involved early

* Visa issues for foreign fellows....usually J-1

« Contact others who have interviewed and tell them politely that you
will not be offering them a position




Managing your lab: personnel

« Have clear expectations.

* Be available for your growing group and provide mentorship,
especially to students.

 In addition to frequent informal interactions, have regular
individual or subgroup meetings and group meetings.

« For postdocs and staff scientists, if notable performance concerns
arise, consult HR immediately. Document.




Managing your lab: finances

Budgeting is critical.
Arrange regular meetings with your post-award analyst.

Ask for help in developing budget (pre-award, mentors).

Encourage your students and postdocs to apply for fellowships
(there are many benefits irrespective of funding outcome).




Managing your lab: authorizations and protocols

Authorizations (Ground Rules):

BUA: Biological Use Authorization

IACUC: Animal Protocol

CSA: Controlled Substance Authorization

CUA: Chemical Use Authorization

RUA: Radioactivity Use Authorization

IRB: Institutional Review Board (protecting human subjects)

* Meet the officers personally to establish a rapport and
review the submission process.

« Ask colleagues for examples for boilerplate language.

* Do it yourself the first time, then delegate.




Behind every great leader, at
the base of every great tale of
success, you will find an
indispensable circle of
trusted advisors, mentors,
and colleagues.

Mentorship
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Mentoring Being mentored
* productivity * navigating systems
* well-being e productivity

* recruitment * well-being

* priceless satisfaction * creates opportunity

future of science

advancement



Mentoring: key lessons

-Establish good practices starting Day 1
- Setting expectations

- Individual development plan

-You are no longer just another person in the lab

- your words will likely have more impact than any other member of the lab

-Develop a mentorship style that works for you
- Recognize your own strengths and weaknesses

- Be specific to your mentee

-Match projects with people not positions
- What is the mentee interested in learning?

- Are you willing to give up that research project?

-Hope for best; prepare for worst



Opportunities to improve mentorship skills

Search... Q
Learning &
Organization
Eemophent Learning & Development v Consulting Workshops & Events « News Contact

at UCSF

Home > Mentorship Programs
g g LGBTQ Mentoring Program

M e n t O rS h I p P rO g ra m S Pharmacy Alliance for Mentoring, Leadership and Information (PhAMLI)

Scientists 4 Diversity

Mentorship

Tech Leadership Development Program

Programs

i UC Oracles Toastmasters

TNty

UCSF-CCSF Inclusive Mentoring Fellows program for Bioscience Researchers

UCSF Connect

UCSF Faculty Mentoring Program

https://learning.ucsf.edu/content/mentorship-programs#UCSF-Faculty-
Mentoring-Program



Opportunities to improve mentorship skills:
for your learners

m-SF Graduate Education and e, .
Postdoctoral Affairs

Career and Professional Development

Health Professional Students w Grad Students and Postdocs w Employers

ONO,

Welcome to the
OCPD

Our mission? To teach
UCSF students and
postdoctoral scholars the
professional skills required
for career success.

LEARN ABOUT THE OCPD

Office of Career and Professional Development

https://career.ucsf.edu/



Search O&0O

LQF Office of Opportunity
and QOutreach

About Data & Reports

Programs & Resources Initiatives

———
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Develop
transdisciplinary
collaborations and
recruitment to solicit
unique perspectives
for your team

Home > K Scholars and Facuity

K Scholars and Faculty

Jessica Neely, MD
First Year

School of Medicine
Pediatrics, Pediatric
Rheumatology

Julius Oatts, MD, MHS

First Year
School of Medicine
Ophthalmology

N\ e 2 _i 1 .}1,‘

John Neuhaus, PhD
Program Faculty
School of Medicine,
Epidemiology &
Biostatistics

_{;i E . -'. ‘! :-L\
Eni Obadan-Udoh,
DDS, MPH, Dr. Med.
Sc.

Second Year

School of Dentistry,

\

Oanh Nguyen, MD,
MAS

Senior Scholar
School of Medicine,
Medicine, General
Internal Medicine

“ -
Akinyemi Oni-Orisan,
PharmD, PhD
Senior Scholar
School of Pharmacy,
Clinical Pharmacy

John A. Watson Faculty Scholars

UCSF Chancellor’s Postdoctoral Fellowship
Program

https://opportunity.ucsf.edu/about

Developed from Dr. Akin Oni-Orison



The Balancmg Act

Developed by Peter W. Hunt, MD



Often need to balance:

* Your Lab’s Primary Research Agenda
* Funding
» Papers
* Mentoring

» Collaborative Research

* Travel to Professional Meetings / Networking
 Clinical Responsibilities

» Teaching Responsibilities

* Departmental, University, and Professional Service
* Having a Life Outside of Work!



Understand Expectations for Promotion

* Financial and scientific independence

* National reputation (for Associate promotion)

* Requires establishing a clear “identity” as a researcher

» Specific expectations of your Department / Division:
» Teaching / mentoring
» Dpt/University Service (increases with advancement)
» Get advice from mentor(s) on balance

 Talk to your Division Chief/Dpt Chair (annual review)



Primary Research vs Collaboration

* Traditional advice: Focus, focus, focus!
» Benefits: quicker time to first RO1, establish identity
» Drawbacks: all eggs in 1 basket (scientifically & financially)

 Collaboration can be very good!
* Benefits

* Novel scientific opportunities / alternative directions, new ideas

« Bring in additional resources and diversify funding portfolio

* Increase networking / build reputation through collaboration

* Drawbacks
« Spread too thin, delays in advancing 1° research agenda

« Competing demands on time



Advice on Balancing Collaborations

* Be strategic by engaging in collaborations that
* Reinforce & enhance rather than distract from your identity
* Provide scientific opportunities for growth of your program
* Network you with key leaders in your field

* Provide you with sufficient resources to do the work AND
opportunities for additional grant support

« Communicate proactively with colleagues
 Discuss up front what you and your collaborator need
« Resources, data, authorship expectations (including mentees)
* Be up front about competing demands

« We're all busy people, most people will (or should) understand

» Set realistic expectations, communicate proactively when
delayed

* Maintain engagement: meetings to discuss data, brainstorm, etc




Travel to Meetings (or Give Seminars)

» Benefits
* |tis important to “be seen” to develop reputation
* Networking opportunities
* New ideas from scientific meetings or informal discussions
* Ask questions at poster sessions, talks
» Schedule meetings with current and potential collaborators

* Travel not always possible
« $ to travel

* Less supervision in lab (can mitigate with a good lab
manager and communication)

 Demands out of work may make travel impossible (family
responsibilities, etc)

* Follow up with colleagues after scientific meetings by email



Clinical Responsibilities

 Benefits

* Get ideas from observations in patients (bi-directional
translational research)

* Develop relationships with clinical colleagues who might be able
to partner with you in research (refer patients, etc).

 |nspire young physician-scientists in training
* Maintain professional skills
« Some additional salary support

 Drawbacks: Time!

* Advice
 Limit clinical work to that which enhances your research

» Coordinate schedules long in advance to avoid major clinical
commitments around known grant deadlines, etc.

* Be up front with your Division Chief/Dpt chair RE your needs



Teaching

* Benefits:
* Exposure to potential trainees
* Networking within University

 Drawbacks: Time!

e Advice:

 Avoid signing on to teaching commitments that require
developing completely new material

» Steer toward teaching that draws on material that you
already have prepared or can easily repurpose



University and Professional Service

* University service should be limited at Assistant level

* Focus on establishing your identity and independence

* Possible exceptions: when the service enhances or reinforces your
identity as a researcher

* When promoted, seek service activities from which you can learn
something useful or address issues important to you

» Study section service (local, NIH, or foundations)

* Atime commitment, but you can learn a lot about writing successful
grants by seeing how they are evaluated by study sections.

* Reviewing papers
« Can learn a lot by this process and develop your reputation in the field

* National organizations
* When it synergizes with your career goals and identity

* When doing service, be a good citizen.
* As areviewer, treat the submitter how you would want to be treated




Understand Expectations for Promotion

* Financial and scientific independence
Publishing

National reputation (for Associate promaotion)

* Requires establishing a clear "identity” as a researcher

Specific expectations of your Department / Division:
« Teaching / mentoring
» Dept/University Service (increases with advancement)

« Diversity, Equity and Inclusion

Get advice
« Mentors (internal & external)
 Division Chief/Dept Chair (>1x/yr)
« UCSF Resources for CAP preparation
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