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How to make your radiation oncology team
more inclusive to junior physicists
What does it mean to
be “inclusive”?

Describes an environment where all
team members…
• Have equitable access to
opportunities and resources
• Are included in discussions and
decisions
• Are able to speak up freely
• Have their contributions
appreciated and acknowledged
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How to make your radiation oncology team
more inclusive to junior physicists
What is different for or about
junior physicists?
(Vs more senior team members)

• Prior experience in a clinical
working environment may be limited
• Differences in prior clinical experience
• Inherent power imbalance between junior physicists
& supervising physicists at peak differential
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How to make your radiation oncology team
more inclusive to junior physicists
• Inherent power imbalance between junior physicists
& supervising physicists at peak differential
• Psychological safety: whether team members can speak up
freely and contribute without fear of negative repercussions
• Can factor into pre-existing cultural expectations that impact
how and when team members contribute

The “Modesty Mandate”
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Cultural Expectations: the “Modesty Mandate”
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Strategies to create a more inclusive environment
Inform your viewpoint with knowledge of cultural factors, but don’t forget
that behaviors and beliefs are NOT universal among any given group!

 Develop awareness
• What factors influence how your junior
team members react and communicate?
• Examine your own biases and behavior.
• Consider whether you’re providing
opportunities and resources to all your
junior physicists – intentionally or not
How are you meeting with or making decisions with your
junior colleagues? Who do you see in casual work settings
(e.g., coffee breaks, lunch) or outside of work?

Remember:
• Power imbalance
and culture affect
whether team
members can/will
speak up or selfpromote without
facing backlash.
• Regularly revisit
and reassess
your views on
your individual
team members.
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Strategies to create a more inclusive environment

 Set clear expectations

No moving
targets!

• Discuss in person and provide in writing.
• If expectations are not met, first consider
that expectations were unclear and
revisit.
• Set your own expectations: review and
confirm your junior physicists’
experience.
As needed, work with them to come
up with a plan to get up to speed.

Including:
• Professional
conduct
• Clinical and
technical
knowledge/skills
• Responsibilities
• Communication
within the team
• Short-term and
long-term goals
• Performance
evaluations
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Strategies to create a more inclusive environment

 Provide opportunities for
contribution and feedback
• In group settings, ask junior team
members to weigh in on discussions and
decisions.
• Hold regular 1-on-1 meetings with the
team members you manage.

Remember:
• Your junior
physicists were
brought on for
the value they
add to the team.
• Actively invite
participation.
• Provide avenues
to communicate
with you, both
informal and
formal.
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Strategies to create a more inclusive environment
Both 1-on-1 and in group
settings!

 Give your people credit
• Acknowledge and express appreciation
for the contributions of your junior team
members.
• Make this standard practice, whether or
not your junior physicists are present.

Recognize:
• This reduces the
pressures and
stigma of selfpromotion.
• This is a form of
both providing
feedback to and
advocating for
your junior
physicists!

Make sure you’re doing this accurately and fairly!
See Strategy  Develop awareness
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Strategies to create a more inclusive environment

 Examine your workplace culture
• Do your stated values match what is
practiced?
• Collaborative or hierarchical?
• Are there any unspoken or implied
“rules” that need to be addressed?

Consider:
• Are senior
members of the
team modeling
the behavior &
skills asked of
junior members?
• Does perception
of the workplace
and team culture
match your
intentions?
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In summary
•

Inherent power imbalances, cultural factors, and differing levels of
experience contribute to the challenge of maintaining an inclusive team for
junior physicists.

•

Counter this by employing strategies to educate yourself and create an
inclusive environment for your junior team members:
 Develop awareness
 Set clear expectations
 Provide opportunities for contribution and feedback
 Give your people credit
 Examine your workplace culture

•

Be excellent to each other.
T. Juang / AAPM COMP 2020 / #14

Resources

 tjuang@ucsd.edu
TitaniumO_2

• Burgess A, van Diggele C, Mellis C. Mentorship in the
health professions: a review. Clin Teach.
2018;15(3):197-202. doi:10.1111/tct.12756
• Nembhard IM, Edmondson AC. Making it safe: the
effects of leader inclusiveness and professional
status on psychological safety and improvement
efforts in health care teams J Organ Behav. 2006; 27:
941-966 doi:10.1002/job.413
• Clement L, Leung KN, Lewis JB, Saul NM. The
Supervisory Role of Life Science Research Faculty:
The Missing Link to Diversifying the Academic
Workforce? J Microbiol Biol Educ. 2020;21(1):21.1.23.
Published 2020 Apr 10. doi:10.1128/jmbe.v21i1.1911
• HBR IdeaCast / Episode 718: “A New Way to Combat
Bias at Work.” https://hbr.org/podcast/2020/01/a-newway-to-combat-bias-at-work
• Williams JC, Mihaylo S. “How the Best Bosses
Interrupt Bias on Their Teams.” Harvard Business
Review. November 2019. https://hbr.org/2019/11/howthe-best-bosses-interrupt-bias-on-their-teams
• Williams, JC. “I’ve spent 20 years studying bias at
work. Here’s how to design an effective diversity
training.” Fast Company. 1 October 2019.
https://www.fastcompany.com/90410561/ive-spent-20years-studying-bias-at-work-heres-how-to-design-aneffective-diversity-training

