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C./ lDI'ICE: 'lhe project that is the subject of this report was awroved by 

the Gavem:in:J Board of the Natiooal Research OCUI'x:il, whose lllf!J!I ers are 

drawn fran the oamcils of the Natiooal Amdemy of Scieooes, the Natiooal 
Amdemy of Err;Jineer:in;J, arrl the Institute of Medicine. 'lhe lllf!J!Iers of the 
cxmnittee respcl'lSible for the Ieport were dlosen for their special 
oc:atpeterK::ies arrl with regard for cgn:�iate balance. 

'Ibis report has been reviewed by a group other than the authors aoc::ordin;J 
to procedures awroved by a Report Review Cclllllittee CXI'lSi.stin;J of lllf!J!I ers 
of the Natiooal Academy of Sciences, the Natiooal Amdemy of Err;Jineer:in;J, 
arrl the Institute of Medicine. 

'lhe Institute of Medicine was dlartered in 1970 by the Natiooal Amdemy of 
Sciences to enlist dist.i.rguished 1!lfMbm; of the awrq>riate professions in 
the examinatiat of policy matters pertainin:;J to the health of the plblic. 
In this, the Institute acts urner both the Amdemy's 1863 cxn;)I'essiooal 
dlarter respcl'lSibility to be an advisor to the federal goverment am its 
awn initiative in identify:in;J issues of medical care, xeseardl, arrl 
educatiat. 

'!his project (Evaluatiat Project No. NIH 88-310 for OJnb:act NlDltler 
N:>1....a>-8-2104) IeOeived SlJR)Ort fran the evaluatiat set-aside Sectiat 513, 
PUblic Health service Act. 

ICM 88-QS 
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the ccmnittee, am especially to sean Dalcilue, Office of Sci� Policy 
am I.egislaticm, Prog1am Pl.ann.ilq Branch, \reb), by facilitatin;J our many 
requests, SDMXJt:hed project progress. 

Bradie Methany, Cooniinator of the Delegatiat for Basic BiaDBdical 
Researdl, offm:ed directicm leadin;J to staff interviews with private 
biaDBdical 1eSeal:'dl laboratories, while SUsan Racca, Director of Special 
Projects, Industrial Biotechnology Associaticm, provided yet other 
insights into this sector. 

Representatives of a nlll'i'ler of the naticm' s JOOSt p1eStigiaJS 
postdoctoral fellowships gave genen:u;ly of their time for interviews: 
'lhe American � Society, Imlal Rl..myal-Walter Wi.rdlel.l �, Helen 
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'Ibis sb.dy liaS pratpted by a the c::::aooem, cm the part of sc:me, that 
the Natiooal Institutes of Health (NIH) intraDIJral :resea%d1 p:ocp:am, for 
many years a di.stirJ]u:ishe CXIIpa'lellt of the natial' s effort in biauedical 
scierx:e, is experien:::in:J difficulties in attractin;J arxl retai.ninj 
a.rt:staniin;J basic scientists arxl clinical investigators. 'Ibis con::mn 
be:Dres focused fran time to time cm the loss of particular senior 
investigators, bit more iDp:>rtant to the future vigor of the progzam is 
its ccmti.min;J capacity for renewal at all ranks . 

'lbe mcruit:ment arxl retenticn prcblems are generally attribrt:ed to 
relatively low pay, 11CI'n:utpetitive frirge benefits arxl ather ccmst:raints 
of a governnent aqeooy . 'lbe Office of Manaqement arxl aD;Jet (am) arxl NIH 
entered into a dialogue aba1t whether solutioos to these prcblems ocW.d be 
fcmd within gcve:mment, or whether plac:in:J the .intraDural p:ocp:am in the 
private sector wall.d provide the JOOSt expeditious arxl c:x:llpl:'8hensive 
soluticm. 8eekirr;J advice cm these questioos, the Becietary of the 
Department of Health arxl Human Beivioes (IHJS) asked the Institute of 
Medicine (ICM) to ocnmct a sb.dy of ways to ensure the OCX1tiJmed 
scientific excel.lerx:e of the intranural laboratories. 

SOlutioos were to be sco;Jht anr:n;r a wide rarqe of Organizatiooal qJtioos. 
Upa1 close examinaticm of the situaticn, the ICJI sb.dy OCIIIIli.ttee came to 
the followi.rv;J principal oonclusioos: 

o 'lbe intraDural program has made arxl CD1tinues to make 
invaluable oontrib.Jtioos to oor kncwledqe arxl 
umerstarxli.n;J of basic biological processes arxl their 
dysfuncticn in dj sease . 

o A high quality intranural progzam is a distinctive 
arxl valuable CXIIpa'lellt of the naticn's overall 
biauedical research effort. 

o 'lbe quality of the p:ogram, however, varies by 
scientific sub-field. To inprave the overall quality 
arxl maintain the excel.lerx:e arxl credibility of the 
program, attenticn lii.1St be paid to a ccmti.min;J 
process of quality :review arxl how it can be used to 
.inprove the allooaticn of resoorces . 

o 'lbe nature arxl severity of mcruit:ment arxl retenticm 
prcblems do not call for major structural 
morganizaticn of the progzam. Raooval fran the 
plblic sector or significant structural 
reconfiguraticn were faun to be either i.ooarpatible 
with the pn:poses of the program or likely to cause 
greater disruption than wall.d be warranted by the 

-1-

Copyright © National Academy of Sciences. All rights reserved.

A Healthy NIH Intramural Program:  Structural Change or Administrative Remedies?: Summary and Recommendations
http://www.nap.edu/catalog.php?record_id=19130

http://www.nap.edu/catalog.php?record_id=19130


possible benefits. Privatizatial, in the sense of 
mak:iD:J the .intraDmal. prog:tam fl'ee-starl:lin arxl 
self�, is umesirable am iDpractical. 

o It is desirable to inc1:ease NIH's flexibility in pay 
arxl persa1l'1e]. administration so that it may CXiip!t:e 
mre effectively for pecple critical to the c.xmti.r11ed 
suocess of the various prog:tams, arxl otherwise to 
administer mre effectively its plblic 
mspcn;ibilities. 

o 'lbe scientific directors of the institutes, who JIIJSt 
directly 1IB1'lage the intraDural prog:tam, are essential 
keys to their success . 'lherefore, finiin;J ways to 
ensure the selection arxl retention of ciistir¥Juished 
scientific leaders for these posts is essential . 

o 'lbe federated structure of NIH has served the 
nation's biauedical research efforts 'Well. However, 
at tiDes this structure inpai rs coordinated actims 
act'CSS institute lines arxl the abllity to n!SpCDi 
with efficierx::y to new cbal.len;Jes arxl mspcn;i
bllities. Rather than create a new pattem of 
authority, the ocmnittee :reo '"'ems the creation of a 
modest discreticnu:y 1'ulU umer the oa'ltrol of the 
Director of NIH. In addition, the Director of NIH 
should be given the authority to make decisions on 
persaul&l., travel , arxl space that are currently made 
at higher levels of IEHS . 

Mission of the Intranllral. Piogzam 

As a gcve:mment laboratoey, the intramral prog:tam has lllll.tiple roles 
in suwort of the NIH missicn of ilrprov:in:J the health of the nation 
thrcugh biaaedical research . 'lbe progiam's activities include basic 
research, clinical research, traini.n;J scientists, OCIIIII.1Irl.cat:irl) research 
firdin;ls, developin;J policies en biauedical research priorities, arxl 
translat:irl) research finiin;Js into mre effective medical care . It has 
the capacity to r:espald to natialal. health emergen::ies. 'lbe Clinical 
c:art:er is one of the iDportant features that differentiates the intraDural 
p:ocp:am fran ather research set:ti.r¥1s · 

No sin;Jle element of the intraDural progiaut is literally unique. B.It 
the aggregation of elements-for exanple, research laboratories, a 
clinical center, freedan fran cxtlp!titive grant renewals, disease-related 
institutes-foiliiS a distiJ'x:tive environment . :rurther, the intraDural 
prog:tam is a visible focus arxl rallyin;J point for the naticn's overall 
biauedical research effort. 

'lbe success of the ext:ranural. p:ocp:am notwith.st:an:lirg, growth in other 
vermes of research have left the intraDural program, despite its 
OCI1t.irJuin) high quality, with a less daninant role in sane areas of u.s. 
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biaaiical reseazm than it cmce had . 'lbe oamdttee believes this is a 
sign of health in u.s. biaoedical scieooe arxl does nat detract fran the 
c:xmtinuin} need for a stra'xJ gove.rriiiSl'1t laboratm:y focused a1 biaoedical 
:researcb. Jin'acver, the NIH int:.raDma1. pzogzam has a:eated an at::msplere 
that 1IB1'l:Y r:eseardlers believe is 'UI'plral.leled. 

'lbe Questioo of Privatization 

In recent years , a wide rarge of gavemment functia'lS has been 
scrutinized for the potential of shiftilq them to the private sector. 
P.rqxments of privatization have argued that in certain circumst:ar¥:le it 
allaMS goods arxl services of the same or better quality to be delivered at 
lower cost. '!his reasarln;J is behin:l the question of privatizin;J the NIH 
intraDural program. 

It is iDportant nat to oanfuse the scope of public sector activities 
with the scope of government responsibilities. 'lbe government can retain 
responsibility for biaoedical researdl, for exanple, but arraRJe for those 
activities to be carried art: in the private sect.or-;.bictl is the way NIH 
currently spems abart: 85 percent of its b.Djet. 'lbe cxmnittee evaluated 
the advantages arxl disadvantages of havin;J the reJDirlninj small share of 
the NIH bld)et represented by intranural researdl activities administered 
umer any of several fonDS of privatization. 

'lbe oamdttee analysis of the prcposal to privatize the intranura1 
prog:tam focused a1 privatizaticn as a means of revitalizin;J the program 
rather than as a way of cl.i.minishirq gove.rriiiSl'1t responsibility arxl 
experx:litures. sane fOJ:liiS of privatizaticn were famd to be clearly 
unattainable for the intranural program because, given the natm:e of its 
product, principally basic arxl clinical researdl, it camot generate 
enough :revenues thraJgh user fees or the sale of services to StJRX)rt its 
activities. other fonDS of privatization, sudl as a:eatin;J a private 
fl'ee-starl:lin researdl institute, either wall.d nat be more effective than 
the current organization or would destroy an iDportant element of the 
prog:tam, sudl as the relatioosh.ip between intranura1 arxl extraDural 
researdl. 'lbe oamdttee concluded that none of the UJ"'• n fOJ:liiS of 
privatizatioo wall.d be as likely to sustain the vitality of the reseazm 
effort as wall.d a more mdest restructurin;J of certain aspects of the 
current organizaticn. sane dlarges , however, are absolutely neoessaey if 
the progzam is to c:xmtinue to be an iDportant UJtpanent of the nation's 
biaoedical research effort. 

Administrative Prci>lems 

As a government agercy , NIH operates within a l1UIIiJer of administrative 
cxn;traints , sane of whictl hi.rner managers' efforts to make the JOOSt 
effective use of public resooroes . 'lbe cxmnittee reviewed aspects of the 
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. cuctersatiat arxl persa1l'1l8l systan, travel authorizaticms, procm:aiB'lt 
prooediJTeS, arxl the developuent arxl management of new arxl l:ellCNated space . 

'!be 't.q)ic that has received the JOOSt attential is the issue of lower 
pay for NIH scientists oc:apared with these in universities or other 
bicmedical researdl centers . '!be ccmnittee fims that them is merit in 
the claim that an unfavorable pay disparity exists am is growiiKJ. It is, 
however, possible to overstate the magnitude of this prcblan. careful 
examinatial of data (maki.rq BW%q>riate job c::xmprisals) , carpal a mre 
tectmed argument than has cuc&cf.X'll.y been made to SlJRX)rt the case that NIH 
needs relief fran salaey restricticms. For exaaple, the average medical 
sdlool dlaiman of internal medicine-the JOOSt 0 IIIILa'l NIH specialty
%'e0eives a base pay 70 percent al:xwe the 't.q) federal salaey. However, for 
Hl.O.s belor..7 the Senior Executive service level, NIH salaries are 
cx:acpatitive. '!be iDpact of the pay differential is especially felt in 
attacpt:s to retain am hire P'JYsician scientists am the highest level 
basic scientists, who may OCill'llaJ'd salaries far al:xwe the federal pay 
oeilin;J. '!be iDpact is also felt in saoe persamel. categories, such as 

nursin;J arxl allied health, for lo1tban federal salaries often lag behird 
local pay scales. '!be prcblan stems at least as 1llldl fran lack of 
flexibility to adjust o lltensation in respaiSB to C'ilar¥)in;J marlcet 
ocnii.ticms, as fran relatively lor..7 pay across the board. 'lhen!fore, the 
cxmnittee fims that there are ci..rcucnstaras in which salaey restricticms 
shalld be lifted to enable NIH to c:xup::te for persamel in high demarKi arxl 
these irdividnals who are c:r:ucial to the well-bein;J of the intraDural 
p::OCJ1am. 

'!here is evidence that many gocxl scientists are willin;J to forego 
higher eamirx]s to enjoy the distinctive researc::b envi.rcnoent at NIH, 
.nidl for saoe is especially conducive to researdl productivity arxl 
creativity. IUt saoe of the factors that OCI'ltr.il:ute to this envil:ament 
are increasin;Jly subject to CClD1t:e%producve administrative oa'ltrols. 
Notable ai�Dq these are travel , stJAX)rt persamel, equipnent, arxl space 
procurement . '!be CXIIi)inatial of increasin;Jly bn'densaDe arxl unnecessaey 
cxn;traints alCDJ with lower salaries arxl less flexible administrative 
policies creates justified cxnJerl'l abaJt NIH's ability to OCX1t:imle its 
past successes in blildi.n;J the staff necessaey to sustain the quality arxl 
vitality of the intraDural procp:am. 

Quality of the Intranural Progzam 

'1he ocmnittee believes that 'Wlless the quality of researc::b in the 
intraDural p:r:ogram is excellent, the investment of the gcwemment. is not 
justified. 'lbe prci>lEIIIS of measurin;J quality of scientific institutialS 
are well known . '!be cxmnittee used several irdicators of quality, such as 

citatiat analysis arxl a review of notable adliE!VEIDel'1ts. It also examined 
quality assurance mechanisms . 'lbese irdicators � that no serious 
decline in quality has occurred in one of oor nation's JOOSt iDportant 
centers of bicmedical researdl . 
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a. am identify many investigators who are aiiD1'X:J the JOOSt respected 
in their fields. Hcwavar, nat all work in the intraiiiJral p::OCJ1am meets 
the --high standaJ:ds . 'Ibis variability pemaps is to be expected in 
� rEeU'Ch arganizatial of the size and soc.pe of the intra111Jra1 
pr:ogiD. '!be camdttee was unable to detemine the extent to which 
mtabl.e scientists mask a c:ake of less productive scientists. 
Nevert:hal.ess, it is the cxmnittee's j1d]ne1t that further i:apmvements in 
the quality of the p::OCJ1am are essential and attainable. 

'1bere has been laq-st:ardin;J CXXDml in the biauedical CXIIII'Imity that 
the raviat p::ocess for the intramral researdl p::OCJ1am lacks the rigor of 
the otiip!titive peer :review process of the extrauura1 p::OCJ1am. Although 
in receJit years NIH has taken actioo to iDprave this p::ocess, inadequacies 
remain in the aJ;P)Libuent process and the degJ:ee to which reo ••••edatioos 
of the Boud of SCientific camsel.ors are qiven serious oc:n;ideratiat. 
'!be oc:mnittee believes it is particularly inpJrtant that account:ability to 
a disinteJ:ested body, extema1 to the intraiiiJral procp:am and institutes , 
has oversight respaBibility to ensure the integrity of the raviai 
process . '!be camdttee does nat reo ••••em that the intramral p::ogram 
adqJt the p::oc:ednres by whic:tl the extraDural cxtlp!titive grants are 
evaluated. Bit, a more credible and i.rK:Jepement peer :review 
syst:an-suitable for the envircnoent-is essential to sustain the futm'e 
vitality of the intra111Jra1 p::ogram. 'Ibis is a key step in ensuriri;J the 
JOOSt effective use of the :rescm'Oe& invested in the program. 

A rigm'cus :review precess is neoessazy bJ.t nat sufficient to sustain 
quality. tJrder the leadership of the institute director, the scientific 
director of each institute is key to the success of the int:ranura1 
progz:am, pn:wi.d:inj both intellectual and administrative leadership. Not 
auy do scientific directors oa1trol :rescm'Oe&, blt, less tan;Jibly, they 
are respa1Sible for the spirit and Dm'ale of the institute . 

'!be camdttee believes that the qualities of deloonstrated scientific 
adli.evaaeJit, leadership, and administrative ability that are needed for 
this positicm are rare o••••IOdities. To attract peq>le of sufficient 
stature requires that a premium be paid. 

In oJ:der to qet a sense of what the futm'e might hold for the 
int:ranural. program, the cxmnittee sought to evaluate the ycunJ 
pcst.c:Joctoral and jmrl.or-level persamel. with lo1tban rest DllCh of the futm'e 
of the organizaticm. '!be quality of postdoctoral fellows camot be 
measured precisely, bJ.t there is a widespread percepticm that the p::cgram 
does nat attract the caliber of trainees characteristic of fm:mer years . 
Intensified c:x:iipetitioo fran mrl.versities and irdustry, and the em of the 
doctor draft which pn:wided an incentive for ycunJ scientists to CXiip:te 
for a place at NIH, are the DXJSt frequent causes cited for this 
pera=pticm. 
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Reo i!llerdatialS 

'Dle cxmaittee believes that it is possible to adb:ess many of the 
identified administrative prcblems withalt maJdn:J radical d1an;Jes in the 
structure or organizaticmal locaticn of NIH . 

:Increased Flexibility in Persa1nel Administraticn 

Believin;J that the scientific leaders of NIH need greater flexibility 
to be successful in cx::npetitive labor markets , the ccmm.ittee recxmnen:1s 
that Corgress authorize NDf to develOP am inplement a personnel 
den'cnstratian project tailored to overcare the deficier¥::ies of the current 
system. 

'Dle project should feature: 

o a silrplified hirin;J classification .ani pay administraticn 
authority similar to a c:iEmriStration now bein;J � by  the 
Naticmal Institute of stan:Jards ani Tedlnology. 

o an OOOlpB.ticn-specific pay stardard based on surveys of market 
caaparability 

o the ability to exceed the federal pay oellin;J in justifiable 
c� 

o portable retil:ement benefits to make transfer between ncn
federal euplayment ani the NIH less di.sadvant:agec 

o euplayment oeilirqs replaced by a persamel expenditure tmget . 

'Dle ocmnittee arrived at the above reoatmel'X1atialS after exami.ni.ng a 
variety of government organizatialS that are used to carey oot plblic 
fuootialS. It foorrl that no sin;Jle 100del. 'WOOl.d effectively solve the 
prirx::ipal administrative prcblems that NIH faces, am that all such 
c:harl:]es carey associated risks that seem greater than the anticipated 
benefits. 'Dle ocmnittee urderst:an:Js that the prcblems of NIH are far fran 
unique . In theory, it 'WOOl.d be desirable to :t"eSOlve certain 
govemment-wide prcblems by st:reR;Jthenin; the attractialS of plblic 
sezvioe. several past ani present cxmnissialS have investigated such 
across-the-board solutialS. However, irdividual aqerx::ies lD'lable to wait 
for help t.hn::u;lh such general :refm:ms have tumed to remedies for their 
own specific prd)lems. 'Dle ocmnittee does oot think it advisable to wait 
for civil sezvioe :refonn; therefore, it focuses on specific strategies 
designed to zemedy se111e of the prd)lems facin;J the intraJimal. pzogzam. 
'Dle ocmnittee has drawn on the experieooe of ather cxmnissialS ani 
existin] experiments . 

1Fonnerly the Naticmal 8.J:reau of stan:Jards 
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Endowed Olairs for D� SCientists 

Even with authority to increase OCIIpellSation flexibility, NIH wt:W.d 
find it advantageous to be able to awoint a very limited nmiler of 
di.stiD;)uished scientists to positions a.rt:side the federal civil service 
systan. 'Ibis wt:W.d enable NIH to provide o:xrpetitive salaries 
substantially higher than the federal civil service ceilin;J am ather 
:resaJroeS such as equipnent, travel expenses , ani tectmi.cal SI.JA)Ort 
staff. A ne::hanism is needed by which Nlli CXJU.l.d establish privately 
errla¥ed chairs with a term app:lintirent for up to ten persons on the 
canp.l.S . 'Iherefore, the c:x:mnittee reo::rnmerrls that Co:rgress charter a 

fCJUI"Dation to permit the private supoort of up to ten errlCM:!d chairs for 
distinguished investigators. '!be creation of a foundation, similar to 
those established for other federal agencies such as Unifonte:l Services 
university of the Health SCiera�S (USUHS) ani the Natiooal Park setvice 
wt:W.d be helpful. A few excepticnal peq:>le cdki to the senior level 
wt:W.d enhance the ability of NIH to attract superior researdlers at all 
levels. �riate mechanisms wt:W.d have to be plt in place to prevent 
any � of extlflict of interest on the part of these contributin;J 
to the emowment of such a chair. 

Maint:ainin;J an Admi.JUst:ratively Efficient NIH 

Recognizin;J that persame1 ani CUipeusation administration are oot the 
c::nl.y administrative prmlems, the ocmnittee questioned whether prmlems 
articulated by NIH regardi.n;J full-time equivalent ceilings, travel 
ceilings, procurement ani space are the result of its lcx::ation within 
IHIS. All of these prmlems, with the exception of travel ceilings, 
originate a.rt:side of IHIS in laws ani regulations enforced by agencies 
such as am ani General 5etvioes Administration (GSA). '!be ocmnittee 
fc:md that althalgh these prmlems were exacerbated by the administrative 
layerin;J in IHIS, they were oot sufficiently serious to warrant :raJDVal. of 
NIH fran IHIS or the PUblic Health setvice. !t>reaver, the soqle of this 
stu:ly ocW.d oot in:lme an assessment of the i:apact of such actions at the 
ather health OCilpCilel'lts of IHIS or the NIH extraDural ptog%am. 

Naletheless, these :restrictions are serious irritants that weaken the 
management capabilities of the Director of NIH. '1he ocmnittee believes 
that efforts to micrananage NIH fran the Office of the 8ecn!taey or 
Assistant secretary for Health are oount:eip:roductive ani cause NIH to be 
inefficient in canyin;J out its mission. 

'Iherefore, the c:x:mnittee recommends that the Secretary of the 
Depart:Irent of Health arrl Human Services delegate to the Director of Nlli 
the authority to make decisions on administrative matters without being 
subject to review by the Office of the Assistant Secretary for Health. 

Assistant secretaries for Health have oot always taken responsibility 
for detailed administrative oversight for NIH. Fran the perspective of 
this examination of the i.nt.ranura1 pzogram, broad policy guidance ani 
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interagency ooordinatioo are nm:e valuable activities than the detailed 
administrative oversight that oc:W.d be perfonned nm:e efficiently if NIH 
were given greater latitude in decision maJd.rg. 

Director's Discretiooaey F'Urx:l 

'1he NIH is a oalfederation of separate entities. As such it camot 
always respcni well to new iSSJJeS, emergencies, or reseal:'d1 q:portunities 
that do not clearly fall within the seep! of ooe institute or another . In 
these � the Director needs the resources to initiate 
activities across institute lines, without i.JrpJsing an the i.rdeperdenee of 
the institutes . 'Iherefore, the corrnni.ttee recornrren::'ls that Corpress 
appropriate annually to the Director of Nlli an annmt no less than 
$25 million to be used to address emergi.rx:J issues arrl special 
inter-institute researdl opportunities. 

IDprovi.rg the Review of the Intranl.1ral. Pro3:tam 

several of the ocmuittee's reoc:mnel'datioos are designed to maintain 
high scientific st:.amards . Rec:cmnen:latioos to give NIH managers the 

neoessa:r:y flexibility to CXIIpete for persame1 arxi provide a productive 
work envi:tament are clearly int.erxJed to eJ'lbaJn! the intellectual capital 
of the prog:r:am. '1he ocmuittee believes, �, that disinterested 
review of the intraDural research programs arxi assurance of ilrplementation 
of reasooable reoc11111elDltioos also is essential to c:r:edible quality 
assurance . 

'lWo reo:) ""ematioos address the review arxi :r:esourc:e allocatioo 
process. A panel chaired by a member of the Nlli Director's Adviso:ry 
COmmittee should be established to rronitor the intramural research pnx:mun 
review. 'Ihe functions of this panel would be to oversee the integrity of 
the process , �le taki.rg care not to replicate the activities of the 
Boards of SCientific OJunsel.ors. Rather, its oversight shcW.d focus oo 
areas that are JOOSt vulnerable to criticism, namely the selection of the 
revie'ft1e:t'S arxi the 8R)rq>riate response to :reocmnen:)atioos. 

Each of the scientific directors and their intramural prcgrarns should 
be reviewed as a whole every four years by an external group . 'Ihe review 
report should be submitted to the director of the relevant institute, the 
Nlll Deruty Director for Intramural Research I the Director of Nlli I arrl the 
Director's Advism:y Committee. 'Ihe committee believes such a review to be 
necesscu:y because of the illlportance of ensuring the vitality of the 
intramural program. 'Ihe intent of the periodic review is not to limit 
a:tbitrarily the te:tm of the scientific director, bit rather to p.rt: in 
place a process that will ensure vigorous leadership. '1he respalSibility 
of the scientific director requires havi.rg the scientific vision needed to 
allocate intr:aDural. resources productively, as well as function as a 
highly skilled manager . 'lb recruit arxi retain scientists with this 
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extraordinary set of attributes , the committee reccmnerrls that those 
holdi.rp the JX)Sition of scientific director receive additional 
canpensation. 'Ibis will beccane possible l.U'rler the recuune.rrled personnel 
dem:>nstration program. 

An NDf Sdlolars Progtam 

A major barrier for scientific directors t.Iyin] to maintain a flow of 
fl:esh ideas into their pngtans is difficulty in recruiti.n] highly 
talented scientists at the assistant professor level who 'WCW.d then have 
an cg:mtlmi.ty to p.rrsue their own research initiatives. To date, JOOSt 
tenured scientists have been praoot:ed f:ran the pool of postdoctoral 
fellehJS within the intramural program. To help the scientific director 
overcx:ane the tendency ta-.rard excessive inbree:li.nJ , the committee 
reo::mnerx:ls that Corgress authorize arrl appropriate :furds for an NIH 
Scholars Program in which outstanding yourg investigators at the assistant 
professor level would be appointed on a competitive basis to an 

irrlepe.rrlent, non-tenured position in the intramural pro:mnn . 

'Dle progtam 'WCW.d possess several features that 'WCW.d make it as 

attractive as ather prestigiau; appointments l'lOirl available in academic 
institutialS . As many as six scholars per year cxW.d be offered 
ClRJOi.ntments as i.n;iepement basic or clinical researdlers . Fadl institute 
cxW.d pl'q)OSe up to three cardidates per year. To suwort eadl scholar 
am associated research needs , a sum of $1.5 million over the six years 
shc:W.d be allocated. '1he Director shculd be respcn;ible for establi.shirg 
procedlu:es for selectin;J scholars. 

It is anticipated that sane of these scientists will remain at NDI 
followin] the 6-year term, thereby i.ncreasin] the pool f:ran �dl NDf 
leadership is selected. It is also expected that sane of these scholars 
will take positions of leadership ootside NDI-furt:heri.rg NDI's 
traditiooal role of seeding the extranura1 research OCIIIliJJ'li.ty. 

In sum, the ocmnittee has rejected adqrt:ion of a major new 
organizatiooal structure for the intranmal. program. Rather, it has 
reoclll'lleJ'xB a ptogtam of refonns that provides NDI with the tools 
necessary to address p:rOOlems with minimal disruption to a successful 
entetprise. 
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