
NIH Addresses the Science of Diversity:
Focusing on Institutional Change

Hannah A. Valantine, MD 
NIH Chief Officer for Scientific Workforce Diversity

UCSF Psychiatry Distinguished Visiting Lecturer Series | March 13, 2018



NIH Addresses the Science of Diversity 

Presentation Outline

• Why diversity matters

• Keys to scientific workforce diversity

• Moving beyond individual-level diversity strategies

• Sustainability requires institutional-focused efforts
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Why Diversity Matters
Capitalizing on the Opportunity



Capturing the Benefits of Diversity 
Identity is a Proxy for Cognitive Diversity
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Sources: AAMC, 2015 Faculty Roster Table 13; AAMC, The State of Women in Academic Medicine: The Pipeline and Pathways to Leadership, 2015-2016, Table 11

Gender Diversity Declines Along Career Path
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At the current rate, attaining gender parity will take a very long time 
(48 years nationwide)

We need accountability – Disaggregate the data!
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Diversity Improves Quality of Science
• 2.57 million scientific papers between 1985-2008 

(authors with U.S. addresses); 11 scientific fields
• Surnames of co-authors – ethnic diversity
• Controlled for # authors; population density etc.

• Similar finding for gender diversity*

Papers written by a diverse groups:
• Receive more citations 
• Published in journals with higher 

impact factors

Freeman, R. B., & Huang, W. (2014).National Bureau of Economic Research, No. w19905.
* Campbell LG, et al. (2013) Gender-heterogeneous working groups produce higher quality science. PLoS One. 
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BUILD: 10 sites/experiments
NRMN
CEC

BUILD (2,400* students have 
participated to date)
• California State University Long 

Beach
• California State University 

Northridge
• Morgan State University
• Portland State University
• San Francisco State University
• University of Alaska Fairbanks
• University of Detroit Mercy
• University of Maryland Baltimore 

County
• University of Texas El Paso
• Xavier University of Louisiana

NRMN
• Boston 

College
– Morehouse 

SM; U. Utah; 
U. North 
Texas; U. 
Wisconsin 

CEC
• University of 

California Los 
Angeles

NIH Diversity Program Consortium
Building Evidence- Awards made October 2014

Total: $250 million (5 years)

Hispanic-
Serving

Institutions

Historically
Black 

Colleges 
and 

Universities

State 
Colleges

Public
Universities

Total of 10 
Sites/Experiments 

BUILD Tested 
Interventions

• Stereotype threat

• Critical race theory

• Student 
entrepreneurship

• Living and learning 
communities

NRMN Activities

• Guided virtual 
mentorships

• MyNRMN tool

• Mentors: 2,066*
• Mentees: 3,844 *  

• Grantwriting/coaching 
- mentees: 456 (July ‘17)

*Data as of September 2017



White
12% (84) 

Black
27% (184)

Asian
12% (82)AI/AN/PI/MR

6% (40)

Hispanic
41% (280)

Unknown / 
Withheld
2% (13)

BUILD TL4 Participant Demographics
(Total:683)



BUILD Dashboard (Years 1-3)
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BUILD: Testable Interventions
Impact on pre-defined outcomes of:

DPC Progress, Challenges and Future Directions, September 2016

• Reducing stereotype threat
• Diminishing imposter syndrome
• Overcoming microaggressions
• Mitigating unconscious bias
• Increasing cultural awareness and sensitivity
• Emphasizing cultural assets
• Engaging family and support systems

• Science identity
• Providing financial assistance 
• Providing authentic research experiences
• Implementing active learning courses
• Forming supportive cohorts and learning communities
• Mentor training
• Creating professional networks

Consortium-
Wide

Site-
Specific



Baseline Threat

Values Affirmation

STEP

Course Grades

URM Non-URM

Abstract Reasoning

URM Non-URM

Resilience

URM Non-URM

STEP Intervention: Addressing stereotype threat, affirming 
underrepresented students’ values, improving sense of belonging, and building 
science identity

SF State University
Stereotype Threat Intervention 

Education Sciences 2017,
7(2), 65; doi:10.3390/educsci7020065



Faculty-Focused Interventions
Certain interventions increase self-efficacy and research success:

• Rigorous pilot-project funding process
• Protected time for research
• Grant-writing workshops
• Grant-writing coaches

BUILD

Surveys of self-efficacy

Hallmarks of success: presentations at meetings, publications, external funding



American Indian/Alaska Native
5%

Asian
13%

Black
34%

Hawaiian/Pacific  Islander
1%

Hispanic
19%

White
22%

Multiracial
4%

Other
2%

NRMN Grant-Writing Participants
N=432



Coordination and Evaluation Center (CEC)
Student Activity Tracking Tool

• Individuals tracked by their activities and linked to outcomes
• Data is tracked in the same way
• Stores all data in one location 
• Ensures data will be accessible in future years
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Banchefsky, S., Westfall, J., Park, B., & Judd, C. M. (2016). But You Don’t Look Like A Scientist!: Women Scientists with Feminine 
Appearance are Deemed Less Likely to be Scientists. Sex Roles, 1-15.

Study: “Who is a Scientist?”
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Implicit Bias Intervention: 
Women in Scientific Leadership

• Hypothesis: a standardized, 20-minute educational 
intervention will educate faculty about implicit biases 
and help overcome them 

• Measured pre- and post-IAT test and collected 
demographic data
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Significant effect of gender: **p=0.001; 
significant effect of the intervention: 
p=0.02

Results of Intervention:
• Changed perception of implicit bias in males and females
• Reduced implicit bias about leadership and men

Girod S., Valantine H, et. al. Acad Med. 2016 Aug;91(8):1143-50



• BUILD, NRMN, CEC

• Diversity Supplements

• Eliminate R01 funding disparities
• Next Generation Scientist
• Peer Review Bias Study

• Sustain and Scale
• Hubs of Innovation

• Recruitment Strategies and 
Tools: NIH SWD Interactive 
Toolkit

• Retention strategies: NIH 
Central Equity Committee

• Graduate Student Diversity

Intramural Extramural

What are we doing to help?
Interventions at Individual Level

NIH Scientific Workforce Diversity
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NIH Scientific Workforce Diversity
What are we doing to help?

Interventions at Individual Level

Intervention at Institutional Level



Institutional Leadership:
Promotes Diversity and Inclusion

Climate

EquityWork-Life

Three Pillars of Culture



Institutional Transformation and Culture Change 
Programs are necessary but not sufficient:

• Systematic review and transparency of hiring 
and promotion procedures, policies

• Transparency: collect and publicize aggregate 
diversity metrics 

• Provide tools to Divisions, Departments for 
enhancing recruitment and retention

• Evaluation of impact 

Link to Institutional Values and Reward Systems

Promote Transparency and Accountability



Endorse 
Value

Resources 
Money, 
Time

Flexibility

Climate

EquityWork-Life

Tools for 
Recruitment 
& Retention

Bias 
MitigationMentoring

Sexual 
Harassment

Institutional Leadership Drives Culture Change

Transparency 
& 

Accountability

Diversity 
Data

Salary/
Resources

Sponsorship: 
Awards, 
Positions
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URM Assistant Professors: 
Lags Behind Growth in Ph.D. Recipients

Gibbs, K. D., et al. (2016). Decoupling the minority PhD talent pool and assistant professor 
hiring in the medical school basic science departments in the US. 



Increase in URM PhD Recipients 
(1996-2015)

1,274 URG PhDs
(~9% total pool)

1,747 URG PhDs
(~10% total pool)
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• Postdoc -> faculty/other research careers
– Needed: Program linkages across career stages

• Draw evidence from existing programs
– Integrated approaches 
– Sociocultural factors

Eliminate Transition Gaps:
Enhance Faculty Diversity
Training Scientific Career Progression

IndependenceGradUndergrad PostdocHigh School LeadershipIndependence GradUndergrad PostdocHigh School Leadership

Goal: Eliminate transition barriers > achieve sustainable 
transformation in scientific workforce diversity



Addressing Racial R01 Funding Gap 
Intervention Targets

Submissions
• Institution
• Topic

Review
• Less discussed
• Score
• Fewer re-

submissions
• Topic

Funding
• IC Council 

review
• Paylines, select 

pay
• Topic

Mentoring/coaching pilot 
to enhance submission 
and re-submission

• Information on re-
submission outreach

• Anonymized application 
review study

• IC select pay analysis
• Topic further analyses 

• Health disparities
• Minority health

UnderwaySpring 2018



Top Research Institutions:
Women in Senior Academic Rank 2015

Sources: TABLE 7: 2015 BENCHMARKING—FULL-TIME FACULTY BY GENDER, RANK, AND TENURE AAMC Faculty Roster, December 31, 2015 snapshot; NIH Office of 
Intramural Research

National Average (Tenured) = 23%
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Addressing Gender Inequality in the NIH 
IRP Action Task Force: Recommendations

Institutional Culture Change 
Institution-focused
1. Leadership commitment for hiring and promotion

2. Transparency in resources and salary: tracking, 
reporting, accountability 

Individual-focused 
1. Provide support, mentoring, coaching, sponsorship

2. Address inclusion and belonging 

Apply to all underrepresented groups



• Tenured and tenure-track 
investigators analyzed 
separately
- Demographic data, 
- Salaries, resources for hiring

• Equity of review practices 
- BSC and ad hoc reviewers, 

promotion, and tenure 
committees

• Efforts to correct identified 
inequities

• Efforts to promote diversity, 
equity, inclusion
- Diversity of speakers at 

seminars hosted by the IC
- Promote awareness of 

implicit bias
- Best practices for search 

committees and outreach
- Award nominations

• Goals for the coming year
• Input on how OIR and 

OWSD can support the ICs

Equity Metrics for Annual Evaluation



• Use tools to identify 
candidates from diverse 
backgrounds

• Recruitment begins 
before position available

• Job descriptions might 
influence who apply

• Ask colleagues for 
female and minority 
candidates 

Best Practices to Enhance Faculty Diversity
Taking Bias out of the Hiring Process

• Diverse perspectives & 
background: Committee

• Criteria before applicant 
evaluation

• Adequate time for 
evaluation: Stereotyping

• Articulate the reasons 
for decisions  

• Structured interviews  



Institutional Leadership Drives Culture Change
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• Recruitment search protocol
• Tips for reducing implicit bias
• Future Research Leaders Conference



~ 693 total, top 1/3rd culled
4-10 years post-doctorate (most 4-7)
Authorship in top journals
10+ publications: 369
100+ citations: 490
200+ citations: 367

Enhancing Diversity in Candidate Pool 
Early Stage Investigators

Post-Doctoral and Assistant Professors

56%

44%

Gender

Female

Male

24%

30%
25%

1%

14%
6%

Race/Ethnicity

White/Caucasian

African-
American/Black
Hispanic/Latino

Native American

Asian

Other



> 706 total, top 1/2 culled
Authorship in top journals
100+ publications: 291
500+ citations: 586
2000+ citations: 414

Enhancing Diversity in Candidate Pool 
Mid - Late Career Stage 
Associate Professors and Full Professors

52%

48%

Gender

Female

Male55%

13%

22%

1%
7% 2%

Race/Ethnicity
White/Caucasian

African-
American/Black

Hispanic/Latino

Native American

Asian

Other



Gender Diversity Declines Along Career Path

http://www.aamcdiversityfactsandfigures2016.org/report-section/section-5/medical-schools/#tablepress-31 (Med School, 2015)
https://www.aamc.org/download/475530/data/16table13.pdf (Faculty, 2016)
https://www.aamc.org/download/411920/data/2014_table11.pdf (Dept Chairs, 2014)
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Many reasons:
üUnappealing characteristics of 

academic/research careers
üStereotypes and biases
üMarginalization
üWork-life balance and childcare
üMentoring
üHigh job turnover

Sexual Harassment?



Sexual Harassment in Science



“… when a female scientist becomes a faculty member, 
she finds herself invested in every system that is doing the 
weeding, and soon recognizes that sexual harassment is 

one of the sharpest tools in the shed.”



Copyright © 2016 American Medical 
Association. All rights reserved.

From: Sexual Harassment and Discrimination Experiences of Academic Medical Faculty

JAMA. 2016;315(19):2120-2121. doi:10.1001/jama.2016.2188

Severity Among Women With K08 and K23 Awards Who 
Reported Having Experienced Harassment (n = 150) 



NIH Initial Response

NIH has pledged to 
“identify the steps 
necessary to end this 
[sexual harassment] in all 
NIH-supported research 
workplaces and scientific 
meetings” 



Sexual Harassment Prevention Plan 
Components 

• Agency policy for Manual Chapters

• Awareness of policy and harassment prevention plan

– Education and communication plan  

• Sexual harassment hotline (reporting)

• Trans-NIH committee to recommend disciplinary action

• Mandatory sexual harassment training 

• NIH sexual harassment survey

Constructed with a trans-NIH group



Institutional Leadership Drives Culture Change
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Average Age of First-Time Investigators on 
R01 Grants is Increasing 
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“Time in the bank: A Stanford plan to save doctors from burnout”
Faculty career flexibility is more about culture than about policies

• https://www.washingtonpost.com/

By Brigid Schulte August 20, 2015

Culture >> Policies!

Fassiotto M, Simard C, Sandborg C, Valantine H, Raymond J.
Acad Med. 2018 Jan 2



diversity.nih.gov



@NIH_COSWD 

Great minds think 
differently … 


