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Tier 2 Strategic Planning

All Tier 2 plans replicate the balanced scorecard framework and involve a strategy map. Two formats
may be used for a Tier 2 Strategy map — business unit specific or an aligned strategy map. A business
unit specific strategy map reflects an in-depth strategic planning process designed to create specific
strategies and objectives relevant to business area. An aligned strategy map identifies Tier 1 objectives
that the business unit is focused on impacting. Both formats reflect processes that support the
institutional plan, involve identification of performance measures and strategic initiatives specific to the
area, and result in plans actionable and relevant to the business unit.

A Strategic Planning Project Manager in the Office of the President is available to provide guidance and
resources to assist with the development your Tier 2 Strategic Plan. The Strategic Planning Project
Manager will also create the final version of the business unit’s Tier 2 Strategic Plan Overview, which will
be a single page double-sided document. Examples of OUR Upstate (Tier 2) Strategic Plan documents
can be found on the Strategic Plan website at: http://www.upstate.edu/strategicplan/strategic-
planning-tier2/index.php.

Aligned Strategy Map

Based on the OUR Upstate (Tier 1) Strategy Map, the business unit will make connections with how their
work aligns with the OUR Upstate (Tier 1) Strategic objectives. The Strategic Planning Project Manager
will meet with the business unit to discuss current priorities and future goals to determine how the
business unit aligns with the OUR Upstate (Tier 1) Strategic Plan.

Side 1: Strategic Plan Overview with Strategy Map

Each aligned Tier 2 Strategic Plan Overview document replicates the format of the OUR Upstate (Tier 1)
Strategic Plan Overview and Strategy Map, but will have sections of the document that are customized
to be specific to the business unit.

Components:
=  OUR Upstate (Tier 1) Strategic Plan Information:
O Strategies and Results
0 Strategic Objectives
0 Strategy Map
= Business Unit Information (if available): Mission, Vision, and/or Values
0 If the business unit does not have their own Mission, Vision and/or Values, these can be
developed as part of the strategic planning process. Otherwise, the Upstate Mission,
Vision, and Values can be used on the Tier 2 Strategic Plan Overview.
=  Strategic Objective Alignment: A star () will be added on the Strategy Map Objectives to
identify the Tier 1 Objectives that the business unit is focused on impacting.
0 As part of the process, the business unit may also create their own Objective
Commentary Worksheet to define the description and intended results for the aligned
OUR Upstate (Tier 1) Objectives from the context of the business unit.
= Performance Measures: Each business unit will identify their Performance Measures that help
to gauge their progress on impacting their aligned Strategic Objectives on the OUR Upstate
Strategic Plan.
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= |nitiatives: Each business unit will identify their Strategic Initiatives that support their aligned
OUR Upstate Strategic Plan Strategic Objectives. Initiatives are new or continuing projects and
actions that drive results and are designed to achieve or improve the performance of the
Strategic Objectives.

Example #1: Performance Measures and Initiatives Aligned by Strategy Map Perspective

('JIJR(U—

UPSTATE

STRATEGIES AND

RESULTS

STATE

OUR UPSTATE (TIER 2) STRATEGIC PLAN OVERVIEW: Name of Business Unit

(I PN AL =3 We drive innovation and discovery

INTEGRATION

Upstate will be one university,
connected by mission and aligned
lezdership, integrated through 2
culture of inclusion, transparency
and trust.

- Werespectpeople  * We serve ou

INNOVATIVE LEARNING AND
DISCOVERY

Upstate will be the destination of choic
for patients and innovative employess,
educators, learners and researchers.

UPSTATE VISION Unitad in expertiza, compassion and hope in the creation of a heafthier world for all
UL PG To improve the health of communities we serve through education, biemedical research, and patient care

o

- We P -

COMMUNITY IMPACT

Upstate will be 3

= | collaborative and trusted
partnerin service to our

communities.

diversity and inclusion

EXECUTION AND GROWTH
Upstate will be an excellent university growing
through alignad decision making, =ficient,
effective operstions, quality services, and 2

dedicated and diverse workforce.

| Objectives MAME OF BUSINESS UNI NAME OF BUSINESS UNIT
PERFORMANCE MEASURES ITIATIVES
*  PERFORMANCE MEASURE#1 |+ INITIATIVE #1
LEARNERS, * *  PERFORMANCE MEASURE#2 | * INITIATIVE #2
;‘:;m\:lzicm . Re\:l:‘ﬁ::ﬁ’r Reduce Health =S *  PERFORMANCE MEASURE#3 | * INITIATIVE #3
Disparities Access
OTHER Excellence &=
STAKEHOLDERS
*  PERFORMANCE MEASURE®L | * INITIATIVE #1
% Improve Fiscal * | *  PERFORMANCE MEASURE#2 | *  INITIATIVE #2
FINANCIAL Pe: vty & mprove * PERFORMANCE MEASURE#3 | *  INITIATIVE #3
STEWARDSHIP e3P = ancial
Transparency Performance
* PERFORMANCE MEASURE#1 | *  INITIATIVE #1
s o 7 *  PERFORMANCE MEASURE#2 | * INITIATIVE #2
INTERNAL G rograms - . .
InTERNAL . ;;;?rs:g Lgt:!; anrr; _?Jr:;; o Enhance Increase PERFORMANCE MEASURE #3 INITIATIVE #3
ency . Quality Innovation Integration
Accountab Partnerships
+  PERFORMANCE MEASURE#1 | - INITIATIVE #1
ORGANIZATION e +  PERFORMANCE MEASURE#2 | INITIATIVE #2
AL CAPABILITIES Optimize . .
o) * [TEresne * Improve X Increase T, PERFORMANCE MEASURE #3 INITIATIVE #2
FACILITIES, Diversity, Eqult!‘, Culture of (\.Nniﬁurr.e Faciliies &
ECrTiraT Access, & Inclusion Trust Safisfaction [

Example #2: Performance Measures and Initiatives Listed Across the Strategy Map Perspectives
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UPSTATE

STRATEGIES AND

RESULTS

OUR UPSTATE (TIER 2) STRATEGIC PLAN OVERVIEW: Name of Business Unit

INTEGRATION
Upstate will be one university,
connected by mission and aligned
leadership, integrated through a
culture of inclusion, transparency
and trust.

INNOVATIVE LEARNING AND
DISCOVERY

Upstate will be the destination of choice
for patients and innavative employess,

educstors, lesmers and researchers.

UPSTATE VISION United in expertize, compassion and hopa in the creation of a healthier world for all

(RS (A TG To improve the health of communities we serve through education, biomedical research, and patient care

UPSTATE VALUES We drive innowvation and discovery  * We respect people  * We serve our community

COMMUNITY IMPACT

* Wa value integrity

Upstats will be 3

communities.

LEARNERS, T *
PATIENTS, Increase Improve
COMMUNITY & Reputation for Health Disparities
OTHER Excellence COutcomes
STAKEHOLDERS
* - *
FINANCIAL Fer'pmve ;';:ﬂé ;mwu.v .B|
STEWARDSHIP esponsibility nancial
Transparency Performance

INTERMAL x Improve: *Grow Programs x x x
PROCESSES Efficiency & & Community Improve Eli=Ee I"Q“"a‘s"

) b Quali Innovation Integration

Accountability Partnerships iy

ORGANIZATION
AL CAPABILITIES . % Optimize
[PEOPLE, X Increase lineroes Technolagy,
FACILITIES, Diversity, Equity, Culture of Facilifies &
TECHNOLOGY) Access, & Inclusion Trust tisfaction pport Services

collabarative and trusted
partner in service 1o our

* We embrace diversity and inclusion

EXECUTION AND GROWTH
Upstate will be an excellent university rawing
through alignad decision making, efficient,
effsctive operations, quality services, and =

dedicated and diverse workfarce.

NAME OF BUSINESS UNIT
PERFORMANCE MEASURES

PERFORMANCE MEASURE #1
PERFORMANCE MEASURE #2
PERFORMANCE MEASURE #2
PERFORMANCE MEASURE #4
PERFORMANCE MEASURE #5.
PERFORMANCE MEASURE #6
PERFORMANCE MEASURE #7
PERFORMANCE MEASURE #2
PERFORMANCE MEASURE #5
PERFORMANCE MEASURE
#10

NAME OF BUSINESS UNIT
IMATVES

INITIATIVE #1
INITIATIVE #2
INITIATIVE #3
INITIATIVE #4
INITIATIVE #5
INITIATIVE #5
INITIATIVE #7
INITIATIVE #3
INITIATIVE #3
INITIATIVE #10
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Side 2: Strategic Plan Overview Supporting Documentation

To accompany the Tier 2 Strategic Plan Overview, each document will have a second page of supporting
documentation to provide additional information, as well as a key contact person for additional
information about the business unit’s Tier 2 Strategic Plan.

There are a few options for the supporting documentation, and the Strategic Planning Project Manager
will work with the business unit to determine the format that is best for their supporting documentation
content.

= Objective Commentary: If the business unit created their own Objective Commentary for their
aligned Tier 1 Objectives, this information would be included on the second page of the
document. See example #1 below.

= Additional Priorities and Initiatives: If the business unit has more priorities and initiatives than
can fit on the first page, the second page can provide a list of this additional information that
aligns with the Tier 1 Strategic Objectives. See example #2 below.

=  “Understanding OUR Upstate Strategic Plan”: The business unit could include the one-page
instruction guide provides key terms along with their corresponding definitions and visuals from
the OUR Upstate Strategic Plan Overview, as well as instructions on how to read the Strategy
Map. See example #3 below.

Example #1: Objective Commentary

(}:‘ ~  OUR UPSTATE (TIER 2) STRATEGIC PLAN OVERVIEW: Name of Business Unit Date
OUR™ UPSTATE
objective Commentary for Aligned Strategic Objectives
The following is the Objective Commentary developed by the Mame of Business Unit to define the description and intended results for their aligned oUR
Wjpstate (Tier 1) Objectives from the context of the Mame of Business Unit

PERSPECTIVE DEIECTIVE DESCRIPTION NTENDED RESULTS

Incrense Reputation of Excellenos

LEARNERS,
FATIENTS.
« Y& —
OTHER Aeduce Health Dizparitias
STAKEHOLDERS

Improve Hesitn Sutcomes

Incrense Access

Improve Fizcsl Responsibility and
FINANCLAL Tranzparancy
STEWARDSHIF

Improwe Financal Perfcrmance

Improwe Efficiency B Accountability

Srow Progrems & Community Partnersnips

INTERHAL

PROCESSES Imiprowe Guality

Enhance Innavstian

Incrense Integration

Incrense Diversity, Equity, Access &
Incluzian

ORGANIZATIONAL Improve Culture of Trust
CAPABILITIES

[PEQPLE, FACILITIES, | norapce warkforce Satistaction
TECHNOLOGY]

Optimize Technology, Facilities & Suppart
Services

For guestions or acditionsl information on this GUR Upstate [Tier 2| Strategic Pian Cverview for Name of Business Unit, pi=ase contact Name at emsil address or phane number
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OURﬁ’ffj:,;r:rE OUR UPSTATE (TIER 2) STRATEGIC PLAN OVERVIEW: Name of Business Unit

ies and Initiatives Identified by Business Unit

OUR UPSTATE TIER 1 STRATESIE ORIECTIV

ITIENAL MAME

Incranse Reputstion of Excellznce
LEARIERS, Im@rove Hesitn Dubcomes
FATIENTS,
COMMURNITY & —
OTHER Reduce Health Disparities
o
Incrense Access
Improve Fizzel Responsibility and Transperency
FINAMCIAL
STEWARDEHIF Improwe Financial Ferformance
Imigrove Efficiency & Acoountability
Grow Frograms & Commanity Partnerships
INTERNAL -
e Improve Quality
Enhance Innavetion
Incrense Integraticn
Incrense Diversity, Equity, Access & incusion
ORGANIZATIGNAL | Improve Culture of Trust
o
[FECPLE, FACILITIES. | nzremse Wiorkforce Satissction
TECHNOLOGY]
Dptimize Technclagy, Fecilities & Suppart
Services.

For questions or msditionsl information on this DUR Upstets [Tier 2| Strategic Plan Cverview for Meme of Susinecs Unit, plesss contsct Name ot smsil sddrezs or phone number

Example #3: “Understanding OUR Upstate Strategic Plan”
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UPSTATE

Understanding OUR Upstate (Tier 1) Strategic Plan ou

P

ISIATE

Saragc Topmag) | T AN fucus areds of the crganication

RESULTS
|Sarata gic Rusuhs}

Toew diiired nuteassa o geal Sor the Siratugies (Sir
Tewarni; Duafiis wiat u s hocks lie for tha St

STRATEGIC | T dhocu et wiad 1o comm usicats the arpani atioadl goas | T maverse side of this docasenais the GUR Upstate Stravegie Flas Dvarien
FLAN e L aSiuve thess goit
VISION sl st tha m et o s i B e 3 4 e i
u ol the fature)
o baliety of
MISSION R I35 o ittt
he coatext of the
VALUES g tha - - o = o Wiy o B Swedy g ok
STRATEGIES

SMATIVE LEARNSNG
B CEVERY RET

i et e o St i s e e
e

COMMUNTY EXRCUTION SHD SROWTH

e
b

e iyt
et Pt
i B s, 3 B s s

Example fior Sow to read the Serabegy Map: |5 U Perigectin “Orpan
STRATEGY MAF Cap if wut Toeus em implem,
CThe one- Parfermance of the baved Obj
aravayic plas’ ) and “I=geove Culture of Trus

R e

drdier: The Strahegy Mop i neod fram th hatton parsgactie (Orgarisofons’
Copebfitiis] up through the atfier s,

P puective, and thay will ks werk togethi 1 hidg lead 1 {larps
2 ol all o Dbt i Uoen *l kil Prostusias” Pirige i alsave

FERSFECTIVES

e et ]

siam unted

=l 1 the
b

]
[l i) | el coar

Iusteate the cause-slTact reatio butwaun Stratingic Obpctie

STRATEGIC
Banis = Tha Obfectios in e b
LINES Thiss Arverars = Tha Objetive drivia Wiche Arterws = The Objection drius avargtsing in the B ——
{th arrws) tha sthir Objecsio it points 1o Parspictivg alin that it seints o e e
peinti ta
FERFORMANCE | Used 16 trach o e —— Fur the lis of GUR Uz 1) Pt rus, a0 Purfunmant Meas e QLR Uptate
MEASURES | progress s Seatugie Fan Cwvaw on the s side of this ducamist
L —— i QUIR Ugatats Initiat o th GUR Uginite Strategic Plis
BTIATIVES | pactemumss aF ane o mars Strabigh & i an the resaris e ol this dacument
it ielageund fram: Rehim, K., Wilsiry, ., Staut Parry, G, Mantgamesy, ., [2013), The hastuts Way: Sim gy Stratagic Pann isg & Misagemant with te Balaneed Seoneand.
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Business Unit Specific Strategy Map

The business unit has the option to create and fully-customize their own Tier 2 Strategic Plan. The
Strategic Planning Project Manager will facilitate the strategic planning process for the business unit
utilizing the Balanced Scored Institute’s framework that was used to create the OUR Upstate (Tier 1)
Strategic Plan. The process will include meetings and workgroup sessions facilitated by the Strategic
Planning Project Manager, as well as additional work sessions conducted among the business unit’s
team and/or leadership. While some aspects of the strategic planning process can be customized to
meet the needs of the business unit, it should be noted that there is a time commitment required to
development a business unit specific Tier 2 Strategic Plan. While the time commitment may seem
significant, the process and final product are well worth the effort in terms of bringing the business unit
team together to agree on and create a unified strategy.

Side 1: Strategic Plan Overview with Strategy Map

Each business unit specific Tier 2 Strategic Plan Overview document replicates the format of the OUR
Upstate (Tier 1) Strategic Plan Overview and Strategy Map and will customize sections of the document
specific to the business unit.

Components:
= Business Unit Mission, Vision, and Values
0 If the business unit does not have their own Mission, Vision and/or Values, these will be
developed as part of the strategic planning process.
=  Strategic Themes and Results: Each business unit will develop Strategic Themes and Results
that define and summarize the department’s focus and efforts.
= Strategic Objectives: Each business unit will identify Objectives for each of the Strategy Map
perspectives that align with the Strategic Themes. Objectives are continuous improvement
activities to be implemented for successful execution of the Strategic Plan.
0 As part of the process, the business unit will also create their own Objective
Commentary Worksheet to define the description and intended results for their Tier 2
Objectives. The Objective Commentary Worksheet will be maintained by the business
unit to have available for reference.
=  Strategy Map: Each business unit will create a Strategy Map which visually connects the
Objectives through strategic link arrows to show the logical connection among Strategic
Objectives to create value and achieve desired results.
= Performance Measures: Each business unit will identify their Performance Measures that help
to gauge their progress on impacting their Strategic Objectives.
= |nitiatives: Each business unit will identify their Strategic Initiatives that support their Strategic
Objectives. Initiatives are new or continuing projects and actions that drive results and are
designed to achieve or improve the performance of the Strategic Objective.

v.09.18.2019 Prepared by Strategic Planning Project Manager, Office of the President Page 5 of 7
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Example: Template for Business Unit Specific Strategy Map
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VALL
STRATEGIES
AND RESULTS

LEARMERS,
PATIENTS,
COMMUNITY &
OTHER
STAKEHOLDERS

ision Statement
Mission Statement

Value #1

STRATEGIC THEME #1
Strategic Result #1

Learners, Patients,
Community & Other
Stakeholders Objective

* Value#2

STRATEGIC THEME #2

Strategic Result #2

STRATEGIC OBIECTIVES AND STRATEGY MAP

Learners, Patients,
Community & Other

Stakeholders Objective
2

* Value #3

STRATEGIC THEME #3
Strategic Result 43

Learners, Patients,
‘community & Other

stakeholders Objective
#3

E_J_Umﬁz:T_AT_E OUR UPSTATE (TIER 2) STRATEGIC PLAN OVERVIEW: Name of Business Unit

= Value #4

PERFORMANCE MEASURES

* PERFORMANCE MEASURE #1 | «
* PERFORMANCE MEASURE #2 | *
* PERFORMANCE MEASURE #3 | »

Tierz
DATE

= Value#5

STRATEGIC THEME #4
Strategic Result #4

INITIATIVES

INITIATIVE #1
INITIATIVE #2
INITIATIVE #3

FINANCIAL
STEWARDSHIP

Financial Stewardshin

#2

Financial Stewardship

* PERFORMANCE MEASURE#1 | *
* PERFORMANCE MEASURE #2 | +
* PERFORMANCE MEASURE#3 | «

INITIATIVE #1
INITIATIVE #2
INITIATIVE #3

INTERNAL
PROCESSES

internal Processes

Internal Processes
Objective
2

* PERFORMAMNCE MEASURE#1 | »
* PERFORMANCE MEASURE #2 | =
* PERFORMANCE MEASURE#3 | =

INITIATIVE #1
INITIATIVE #2
INITIATIVE #3

ORGANIZATION
AL CAPABILITIES
(PEOPLE,
FACILITIES,
TECHNOLOGY)

Organizational

capabilities objective
2

* PERFORMANCE MEASURE#1 | »
* PERFORMANCE MEASURE #2 | *
* PERFORMANCE MEASURE #3

INITIATIVE #1
INITIATIVE #2

* INITIATIVE #3

Side 2: Strategic Plan Overview Supporting Documentation

To accompany the Tier 2 Strategic Plan Overview, each document will have a second page of supporting
documentation to provide additional information, as well as a key contact person for additional
information about the business unit’s Tier 2 Strategic Plan.

As noted for the aligned Tier 2 Strategic Plan, there are a few options for the supporting documentation,
and the Strategic Planning Project Manager will work with the business unit to determine the format
that is best for their supporting documentation content.

= Objective Commentary: Information from the Objective Commentary Worksheet created by
the business unit could be included on the second page of the document.

= Additional Priorities and Initiatives: If the business unit has more priorities and initiatives than
can fit on the first page, the second page can provide a list of this additional information.

=  “Understanding OUR Upstate Strategic Plan”: The business unit could include the one-page
instruction guide that provides key terms along with their corresponding definitions and visuals
from the OUR Upstate Strategic Plan Overview, as well as instructions on how to read the

Strategy Map.

To see visuals of the three options, please refer to the following examples provided in the previous
section of this document related to Side 2 supporting documentation of the aligned Strategy Map:

=  Example #1: Objective Commentary

=  Example #2: Additional Priorities and Initiatives

=  Example #3: “Understanding OUR Upstate Strategic Plan”

v.09.18.2019
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Strategic Planning Process for Business Unit Specific Tier 2 Strategic Plan
The following table outlines the components and deliverables of the strategic planning process to
develop a business unit specific Tier 2 strategic plan.

Strategic Planning
Component

Assessment

Strategy

Objectives

Strategy Map

Performance Measures

Initiatives

System Roll Out

Performance Analysis

Alignment

Evaluation

Deliverable

Method

Strengths, Weaknesses, Opportunities, and Threats
(SWOT) Analysis

Mission, Vision, and Values

Customers and Stakeholders

Facilitated Sessions by Strategic
Planning Project Manager

Customer Value Proposition (i.e. Customer Needs)
Perspective Names
Strategic Themes & Results

Facilitated Sessions by Strategic
Planning Project Manager

Theme Objectives with Commentary
Business Unit Objectives with Commentary

Facilitated Sessions by Strategic
Planning Project Manager

Theme Strategy Maps
Business Unit Strategy Map

Facilitated Sessions by Strategic
Planning Project Manager

Business Unit’s Performance Measures

Facilitated Sessions by Strategic
Planning Project Manager
Workgroup sessions conducted
by Business Unit

Business Unit’s Initiatives

Facilitated Sessions by Strategic
Planning Project Manager
Workgroup sessions conducted
by Business Unit

Launch / “Go-Live” of Business Unit’s Strategic Plan

Track, analyze and report on progress of Objectives,
Performance Measures, and Initiatives

Owned by the Business Unit

Cascade the Business Unit’s Tier 2 Strategic Plan to
the individual level to align the staffs’ work with the
priorities of the business unit

Owned by the Business Unit
Guidance from the Strategic
Planning Project Manager
available if needed

Review the Tier 2 Strategic Plan to ensure
effectiveness and continued relevance
Adjust and modify plan as needed

Owned by the Business Unit
Guidance from the Strategic
Planning Project Manager
available if needed

For More Information

To learn more about Strategic Planning at Upstate Medical University, please visit the Strategic Plan
website at http://www.upstate.edu/strategicplan/index.php.
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