
AUPN New Chairs Mentoring Session
Moderated by Clifton L. Gooch, MD

With Special Guest 
Barbara G Vickrey, MD, MPH



Housekeeping  

• Zoom Meeting
• Speakers will have cameras on
• For the slide presentation segment, we suggest using the “Side-by-

side: Speaker” view
• Please keep your lines muted to preserve audio quality
• During the open discussion, attendees are welcome to raise hand, or 

voice questions aloud to the group. 



Welcome 

• Chair Introductions
• Institution
• Time in Position



AUPN Member Resources 
Welcome to AUPN! 



Our Mission and Vision



AUPN Member Benefits 



AUPN Programs and Workshops 



Education



Education Cont.
• AUPN offers Educational Courses that are designed towards current 

topics and/or issues pertinent to our members. These courses 
are targeted towards Neurology Chairs, Residency Program Directors, 
Clerkship Directors, Small Academic Departments of Neurology. 

• We also offer a mentoring program for Chairs 0-3 years in their role. 

Physician Burnout Faculty Development Recruitment and Hiring 

Productivity, Compensation, & 
Quality 

Leadership Development Residency Education 

Promoting Research Neurology Clerkship Teleneurology



Chair Resources 



Chair Resources Cont.

• Leading Edge Podcasts 
• Leadership Minute 
• Covid-19 Resources 
• Partner Organizations 
• Leadership/Education 
• Diversity and Social Justice 
• Research and Grants 



Advice to New Chairs  
What we wish we had known



Congratulations!  
You now have more Bosses

- Dean
- CEO of Clinical Operations
- Hospital President
- University President
- Associate Deans

- Medical Student Education
- GME
- Research
- Faculty & Clinical Affairs

- Board Members, Donors & VIPS
- Your Department Faculty
- Your Success depends upon keeping them happy

- Meet & Cultivate relationships early
- Find out what they want, and share your vision



Surprise!  
Not everyone is happy to see you

- Early Fans
- Excited about change
- Looking forward to improvements
- Seek to engage early
- Often more naturally optimistic junior faculty

- The “Wait and Sees”
- Often mid-career to senior faculty
- Have “been around the block a few times”
- Past experience makes them wary
- Can be won over, but need proof of concept
- May take months or up to 1 to 2 years



Not everyone is happy to see you
Skeptics

- Skeptics
- Usually more senior faculty
- “I have heard that one before” (eye roll)
- May be burnt out, embittered by experience, resistant to change
- Sometimes chronic pessimists
- Can be won over sometimes, but sometimes not
- Still can be productive part of team, IF:

- They fulfill assignments
- They don’t promulgate negativity 



Not everyone is happy to see you
Insurgents

- Danger Will Robinson!

- Open and/or Clandestine
- Can come from faculty at any academic rank

- Motivations Vary
- Response to changes made by you affecting them
- Feel you did not show them appropriate respect
- Passed over as Chair for you
- Power play within the Department for personal gain
- Jealousy
- Personality Conflict
- Rarer:  Sociopathy (6% of population)

- Can imperil your success and your position



An Ounce of Prevention
Winning Hearts and Minds

- Show you Care

- Meet with Every Faculty Member & Key Staff Early
- Start with Division Chiefs
- Identify and show interest in their passions
- Understand and Sympathize with their problems
- Do your best to match passion & ability with jobs to be done
- Take notes, you will learn a lot

- Present your vision for the Dept. 
- Individually and Collectively
- Explain challenges, solutions and how the faculty will benefit

- Find Quick Wins
- Rapidly move to improve their lives via low-hanging fruit opportunities
- Use some of your new-chair cred if needed



An Ounce of Prevention
Winning Hearts and Minds

- Win the Golden Fleece
- Solve an intractable, Department-wide source of frustration/impediment
- The faculty may define this for you, but choose wisely if you have a choice
- This will go a long way in establishing your authority and benefit with the faculty

- Turn the Insurgents if you can, If not make changes
- “A Rotten Apple Spoils the Bunch”
- Robert Sutton PhD:
- The No A** Hole Rule:  Building a civilized workplace and surviving one that isn’t.
- This should be done carefully, with clear justification and after due consideration
- Benefit should outweigh the potential costs
- Consult carefully with Dean and Head of Faculty Affairs, HR & Legal

- Will require lots of explanation and updates
- Remember you are still establishing your credibility up and down the org chart



“Do over” Reflections

Barbara G. Vickrey, MD, MPH
Professor and Chair

Icahn School of Medicine at Mount Sinai



Apply a Basic Tenet of Community Organizing 

• Content 

https://www.communitycatalyst.org/resources/publications/document/2017/ItsAllAboutTheBase-Report-FINAL.pdf

“A process of effecting change [BV] by 
involving a constituency in identifying 
both the problems they share and the 
solutions to those problems, identifying 
the targets that could make those 
solutions possible, engaging with those 
targets…”



Meet with people regularly
• Meet regularly with the Dean

• Meet regularly with hospital leadership

• Meet regularly with faculty (small groups as well as 1:1); ask them questions

• Include faculty+staff working groups for projects/operations

• Let people complain there are too many meetings and nothing to discuss 
before decreasing (Corollary:  there is always something meaningful that can 
be discussed)



Figure out how to make effective business cases

• Most of your work will involve negotiating for resources to enact 
change (new programs, addressing new requirements, etc.)

• Requires having or putting in place a strong finance team and 
trustworthy and competent administrator



Hire Project Managers

• Content 

Continues to 
Project 28



Change is the New Constant: 
so…Aim to Get Everyone to 
Practice the “Basics”

• To implement a change, permanent support structures 
(training, job descriptions, standardized procedures, 
and so on) need to be created that increase the 
chances the gains will be achieved and sustained.

• …only a change you are very sure will result in 
improvement should be implemented.  

• Implementing a change will affect more people than 
the tests of the change….Successful implementation 
requires activities to address the impact on people.”

“Implementing a change means making it a 
permanent part of how things are done day-to-day… 



Address Toxic Behaviors
Know your institution’s 
culture (not just the 
written policies) about 
toxic faculty

Know the consequences 
of avoiding dealing with 
toxic behaviors and do 
not avoid dealing with 
them



Consider getting a coach



Citations

• Langley, G. J., Moen, R. D., Nolan, K. M., Nolan, T. W., Norman, C. L., & Provost, L. P. (2009). The improvement 
guide (2nd ed.). Jossey Bass Wiley.

• Brown, Nina W., "Working with the Self-Absorbed: How to Handle Narcissistic Personalities on the Job" 
(2002). New Harbinger Publications, Inc. (out of print but available online at Amazon, other online sellers)

• Gawande, Atul, Personal Best, The New Yorker 3 October 
2011. https://www.newyorker.com/magazine/2011/10/03/personal-best

https://www.newyorker.com/magazine/2011/10/03/personal-best


Open Discussion



Open Discussion

• During the open discussion, attendees are welcome to raise hand, or 
voice questions aloud to the group. 

• If you would prefer to write your question in the chat, the chat will be 
moderated by both AUPN Staff and Dr. Gooch. 

• For the Open Discussion we suggest 
using the “Gallery” view
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