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PREFACE TO THE
SECOND EDITION

BACKGROUND

A second edition benefits reader and author in several ways. Errors and/or
omissions can be addressed; content can be updated and modified; argu-
ments can be strengthened; new facts can be marshaled. Changes in the en-
vironment can be accounted for.

When I was asked by Wiley if I was interested in producing a second edi-
tion of Managing Scientists, | was eager to do so, for the reasons given above.
A second edition provides a focused opportunity for reflecting on what the
author has learned since the first edition was published. But, I was happily un-
aware of how long I would need to complete this edition—Dbecause I have
learned so much more about the subject in the intervening years.

I have learned, for example, that the consequences of managing scien-
tists poorly are even worse than I had considered. In Chapter 1, I present
results of expert panel surveys that I and a colleague collected between
1996 and 1999, from scientists, postdocs, technicians, and physician re-
searchers. They were asked to describe the worst example of leadership they
had observed or experienced as well as the best. I am sure many readers
will not be surprised by the candid depictions of laboratories in turmoil
because the leader could not handle conflict, or verbally abused the staff,
or simply was not present.
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Postdocs, I have learned, are a particularly vulnerable population. They
are sometimes asked to work under circumstances that would not be tolerat-
ed in the “real world” (i.e., companies). They are also facing the prospect of
having to lead a staff of their own, either without systematic training or (as
examples of the worst leaders suggest) without a good role model to observe.

I have learned how difficult it still is for women scientists in academia
and in industry. Scientific institutions are not free from bias and stereotyp-
ing. Gender remains an important issue, in terms of the visibility, presumed
competence, inclusion (in meaningful task forces and committees), and par-
ity of promotion and remuneration of women scientists. In one firm to
which I consulted, women scientists who tried to develop a support and
mentoring network were upbraided by their managers for being seditious.
Difficulties also face others not in the majority. One non-U.S. male scientist
told me that his colleagues assumed he “thought with an accent” (in other
words, stumblingly and haltingly) because he spoke English with an accent.

I have learned, because scientists told me about their experience, that
poor leadership results almost invariably in poor productivity and a lack of
creativity. I learned how few are the examples of successful institutional
change and how often the fate of an organization rests on the knife-edge of
personal insight, or active listening, or effective communication.

As a professor of management, I am convinced that formal management
education is incredibly helpful to anyone who wants to lead effectively. Good
courses in organizational behavior can, I believe, often make the difference
between a satisfactorily run laboratory and a superbly creative laboratory. I am
also convinced that the journey from occupying a managerial/leadership role
to being an effective leader sometimes begins with a book. I began my formal
management training, in part, because I happened to read Peter Drucker’s
1954 classic text, The Practice of Management (this has been reissued in pa-
perback by Harper Business Books). I hope that this small book can provide
you with even a fraction of the inspiration his books provided me.

CONTENTS
Clearly, numerous general books on management and leadership are avail-
able. Simply view the choices under the keywords management and leader-
ship in online bookstores. However, there is no book focused specifically on
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helping those scientists who find themselves leading other scientists and
technical personnel. This book attempts to provide help as follows:

® Chapter 1 (Introduction) is a new chapter and contains the rationale
for such a book: survey data on scientists’ own experience of leader-
ship. Major themes emerging from the data and verbatim comments
from the surveys are interwoven throughout the rest of the text.

® Chapter 2 (Condition of Being Different) is also a new chapter. It
provides a broad perspective on diversity and a narrow discussion of
the challenges with which women scientists must deal. Both the het-
erogeneity of the current science workforce and the real gender dis-
crimination that occurs are examined from the vantage of what lead-
ers face.

® Chapter 3 (Understanding What Motivates You and What Motivates
Others) is an expanded version of the second chapter in the first edi-
tion. I now include more material on motivation theory, new projec-
tive instruments, and new analyses of the case study from some of my
clinical graduate students.

® Chapter 4 (Understanding Your Leadership Style and That of Others)
is also an expanded version of what was the third chapter in the first
edition, with new material on leadership theory.

® Chapter 5 (Communicating Effectively) is an enlarged and modified
version of the former sixth chapter. I have included gender schemas in
communication as well as new analyses of the case study (also from my
best clinical graduate students).

® Chapter 6 (Dealing with Conflict) adds, to what was originally the
seventh chapter, material on dealing with power differences, which
emerged as important sources of conflict in asymmetric relationships
such as postdoc and Principal Investigator (PI), junior and senior fac-
ulty, and so forth.

® Chapter 7 (Creativity: Influence of Structure, Size, and Formal Sys-
tems) draws on a number of additional studies of creative groups. I
also include, in what was formerly the fifth chapter, a new section on
the importance of tacit knowledge and how it can be captured in the
laboratory.

® Chapter 8 (Project Management) benefits from work I conducted for
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The National Aeronautics and Space Administration (NASA) on the
roles and competencies of project scientists. This is an enlarged version
of the eighth chapter in the first edition.

Chapter 9 (Discerning and Assessing Organizational Culture) contains
two additional case examples (only one was included in the former
fourth chapter) of culture. These came from my consulting experience
and represent, as do all the cases, real organizations and real people
(disguised, of course).

Chapter 10 (Leading Change) includes more material on theory than
the former ninth chapter and an update on the case example. In the
years since the first edition, one of the case examples in Chapter 8 dis-
appeared (was acquired) and the one in Chapter 10 showed remark-
able improvements.
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