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INTRODUCTION 
 
During the 2010-2011 academic year, the Board of Directors, Executive Director, and 
Management Team of University Auxiliary Services at Albany, Inc. (UAS) worked together to 
develop a Strategic Plan designed to guide the organization for the next three to five  years.  
This important planning document is provided in the pages that follow.  
 
Strategic planning may be viewed as a two-part undertaking. In the first part of the process, an 
organization, at a point in time, defines a vision for some future period that is consonant with 
its mission. In the second part, the organization allocates financial, capital and human resources 
toward achieving this vision during the defined span of time.  
 
The Board of Directors’ role in strategic planning is most strongly tied to the first functional 
element described above: the definition of vision. The second functional element (allocation and 
management of resources) is the purview of the Executive Director and staff, with the Board of 
Directors providing oversight consistent with their fiduciary responsibilities for the 
corporation.   
 
As this Strategic Plan is published, it is important that we recognize that planning is a dynamic, 
ongoing enterprise, not an occasional activity resulting in a static, printed plan that is likely to 
become obsolete soon after it is created. Planning is a process, while plans are tools—and no 
tool should ever be held in greater reverence than the process it supports. 
 
This Strategic Plan is designed, therefore, not to serve simply as a laundry list of “to do” items 
that may be checked off and forgotten. It is instead intended to provide UAS with the skills that 
we need to be responsive, nimble, transparent, efficient, and effective. By keeping the guiding 
principles of this Strategic Plan before us as we follow the roadmap it describes, UAS will give 
itself the best possible chance of being the best possible partner to the University at Albany, 
during what is likely to be a challenging era, financially and politically. 
 
So, at bottom line, this Strategic Plan doesn’t mark the culmination of the past year’s planning 
process, but rather marks the beginning of a new cycle of programmatic implementation, 
execution, evaluation and adaptation. The Board, Management and Staff of UAS are committed 
to treating this Strategic Plan as a living document, thereby making planning an ongoing part of 
our corporate and community culture.  
 
On behalf of UAS, we thank all of those who contributed, and will continue to contribute, to 
this process.  
 
Laurie Garafola, Board President  
J. Eric Smith, Executive Director 
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UAS MISSION STATEMENT 

 
University Auxiliary Services invests in and provides services that enhance the educational, 
research, learning and living experiences of the University at Albany community.  

 
UAS CORE SERVICES 

 
UAS provides a wide range of services to the University at Albany community, including: 
• Dining, Vending and Nutrition Services 
• University Store (Textbooks and Retail) 
• Banking 
• Resource Support to the University (Program Funds, etc.) 
• Business and Payroll Services to Student Association, Foundation and Alumni 
• SUNYCard Management 
• Student Support: Laundry, Health and Property Insurance, Rentals, etc. 
 

UAS CORE VALUES 
 
WHAT WE DO: UAS commits to consistently providing convenience, value and quality 
to our customers. We define these key terms as follows: 
 
• Convenience: 

o Offering services in a timely, efficient, effective, accurate and complete fashion 
o Providing services at centralized, readily-accessed, high population campus locations  
o Providing reasonable service options to meet customers’ special needs  
o Ensuring service options are available when most of our customers need them 

• Value: 
o Providing all goods at fair prices, benchmarked to both local and national standards 
o Providing cost-effective business services to the University and its affiliated agencies 
o Investing in facilities in ways that add long-term value at minimum customer price impact 
o Investing in and empowering student-, faculty- and staff-directed programs and initiatives 

• Quality: 
o Providing positive, friendly and effective customer service interactions in all activities 
o Defining product and service standards that meet or exceed industry expectations 
o Dedicating the resources necessary to maintain these high standards over time 
o Conducting rigorous procurement processes to attain the best products and services 
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HOW WE DO IT: Our efforts are guided by fundamental commitments to professional 
integrity, clear and complete communications, a spirit of responsiveness to our 
customers, and proactive management. We define these key terms as follows: 
 
• Integrity: 

o Serving as trustworthy stewards of all collected and expended funds 
o Sustaining high ethical standards in all contracts, services, activities and investments 
o Maintaining rigorous internal controls systems to preclude fraud, waste and abuse 
o Supporting global, local, regional and national social justice initiatives valued by our 

University customers  
• Communications: 

o Providing public information about services in a timely, clear and complete fashion 
o Adapting communications methods over time to respond to customer needs 
o Complying with all applicable University, State and Federal reporting standards 
o Conducting our business transparently in accordance with applicable nonprofit law 

• Responsiveness: 
o Ensuring that key business decisions include appropriate customer input and comment  
o Ensuring that all communications streams offer feedback opportunities for customers 
o Actively seeking engagement from customers, rather than passively awaiting it  
o Providing public credit and acknowledgment when customer feedback is adopted 

• Proactive Management: 
o Conducting real-time programmatic evaluations, identifying and responding to trends 
o Analyzing finances and operational standards effectively to support UAS current and 

future investments and services as well as UAlbany research and educational initiatives 
o Embracing ongoing professional development of Board, management and staff 
o Networking and researching to identify and explore new service opportunities and new 

service demands 

 
KEY ELEMENTS OF UAS’S THREE-TO-FIVE YEAR VISION 

 
• Provide services that customers consider as excellent.  
• Cultivate new talent and build strategic leadership at all levels of the organization, including 

Board, management and staff. 
• Manage our corporate partner relationships and in-house programs with the University 

community’s interests first and foremost.  
• Actively partner with the University to ensure that technological and physical 

infrastructures needed to support programs are well managed and maintained, and fit within 
the University’s own Strategic Plan. 
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STRATEGIC ISSUES, DIRECTIONS AND GOALS 
(Goal Numbers Correspond to Details in Appendix Four) 

 
GOVERNANCE AND BOARD DEVELOPMENT: Ensure the Board composition and 
strategies proactively address changing needs. Goals include: 
1. Establish a Governance Committee and define its responsibilities 
2. Review and revise bylaws 
3. Review organizational achievements and obstacles 
4. Develop a strategy to engage non-board members to participate in committees and other 

organizational projects 
 

FINANCIAL AND BUSINESS PLANNING: Implement a system that marries financial 
and operational reporting systems for decision makers at the micro (management), macro 
(board), and strategic (combined) levels along with corresponding benchmarks. Goals include: 
5. Survey and report on the technology, program, system interface capabilities available and 

needed to meet goal 
6. Determine what kind of data we need on all levels 
7. Create a benchmarking plan 
8. Develop a projection system including university forecast for financials and systems 
9. Re-evaluate the entire SUNYCard system to develop the best operational and ownership 

structure 
 

PRODUCTS, SERVICES AND DELIVERY MODELS: Develop, monitor, and respond to 
emerging trends responsive to needs of university community. Goals include: 
10. Develop a methodology for making decisions relative to the provision of services 
11. Monitor and  analyze current and prospective corporate and community partners, and 

identify prospective corporate and community partners who may offer services or value 
 
RELATIONSHIPS: Develop and sustain positive, balanced relationship between UAS, the 
University, the University community and UAS corporate partners, with UAS acting as 
facilitator for the purpose of achieving our mission. 
12. Identify and cooperate with key university constituencies for planning and reporting 
13. Establish formal, diverse, and strategic opportunities to communicate with customers 
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APPENDIX ONE: 
EXECUTIVE SUMMARY 

 
 
UAS MISSION STATEMENT:  
University Auxiliary Services invests in and provides services that enhance the educational, 
research, learning and living experiences of the University at Albany community.  
 
UAS CORE VALUES: 
• What We Do: UAS provides convenience, value and quality to our customers.  
• How We Do It: Our efforts are guided by fundamental commitments to professional 

integrity, clear and complete communications, a spirit of responsiveness to our 
customers, and proactive management.  

 
KEY ELEMENTS OF UAS’S THREE-TO-FIVE YEAR VISION: 
• Provide services that customers consider as excellent.  
• Cultivate new talent and build strategic leadership at all levels of the organization. 
• Manage our corporate partner relationships and in-house programs with the University 

community’s interests first and foremost.  
• Actively partner with the University to ensure that technological and physical 

infrastructures needed to support programs are well managed and maintained, and fit within 
the University’s own Strategic Plan. 

 
STRATEGIC ISSUES AND DIRECTIONS: 
• Governance and Board Development: Ensure the Board composition and strategies 

pro-actively address changing needs. 
• Financial and Business Planning: Implement a system that marries financial and 

operational reporting systems for decision makers at the micro (management), macro 
(board), and strategic (combined) levels along with corresponding benchmarks. 

• Products, Services, and Delivery Models: Develop, monitor, and respond to emerging 
trends responsive to needs of the University community. 

• Relationships: Develop positive, balanced relationship between UAS, the University, the 
University community, and corporate partners, with UAS acting as facilitator for the 
purpose of achieving UAS mission. 
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APPENDIX TWO: 

“SWOT” ANALYSIS 
 

A “SWOT” Analysis is an assessment of an organization’s Internal Strengths and Weaknesses, 
as well as the identification of the External Opportunities and Threats that can impact an 
organization’s success. UAS conducted SWOT analyses with facilitation from John Johnston of 
UHY Advisors in Spring 2010 and Susan Weinrich from New York Council on Nonprofits 
during Fall 2010. The following summary incorporates elements from both of these analyses. 
 
STRENGTHS 
• Quality management team with expertise in key areas 
• Committed and informed Board leadership  
• Physical facilities and equipment, with no debt 
• Visionary culture 
• Ability to generate revenue 
• Emerging political sensitivity 
 
WEAKNESSES 
• Lack of consistency in providing services  
• Weak business analysis and financial monitoring capabilities 
• Customer perceptions are often poor 
• Multiple offices make staff coordination difficult 
• Static Board composition and lack of term limits reduces new input, except for students 
• Limited staff professional development and promotional opportunities 
• Marketing-heavy versus program-heavy communications from corporate partners 
 
OPPORTUNITIES 
• Regular contract expirations, leading to competitive procurement processes 
• New collaborations and partnerships, on-campus and in the community, to benefit UAlbany 
• Campus Center renovation and other State-funded construction projects of UAS spaces 
• New markets for textbook sales via rentals, e-books, etc.  
 
THREATS 
• Economy and its impacts on enrollment and tuition 
• Political considerations on-campus and within the SUNY System and New York State 
• Decreasing number of suppliers in key sectors 
• Poor performance of some current contractors  
• Aging SUNYCard system that impacts entire campus in myriad ways 
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APPENDIX THREE: 

PROCESS SUMMARY 
 

Spring 2009: UAS Executive Director J. Eric Smith presented a paper called “Strategic 
Planning Principles” to UAS Long Range Planning (LRP) Committee (chaired by Tom Bessette) 
and the full UAS Board of Directors, suggesting that the LRP be formally designated as the 
Board’s conduit for formal Strategic Planning. The Board, under the leadership of President 
John Murphy, agreed with such a re-focusing of LRP charge.  
 
Fall 2009: The LRP Committee, now chaired by UAS Board President Laurie Garafola, 
recommended to the Board undertaking a Strategic Planning process for the first time since 
1997-1998. The Board accepted this recommendation. The Board and Management Team 
participated in a Visioning Exercise to help formally frame the organization’s values and gain a 
sense of community perceptions on where UAS’s strengths and weaknesses were at that time 
in each of its various functional areas.  
 
Spring 2010: UAS commissioned John Johnston of UHY Advisors to conduct a 
preliminary/benchmarking survey, involving data collection and interviews with key UAS 
constituents. Johnston conducted field work and interviews in April and May 2010 and provided 
his final benchmark report in August 2010.  
 
Fall 2010: UAS commissioned Susan Weinrich of New York Council of Nonprofits (NYCON) 
to facilitate a Strategic Planning process with the Board, with the goal of completing a Strategic 
Plan by the end of the 2010-2011 Academic Year. Weinrich was provided with the results of 
the Visioning Exercise and Johnston/UHY Report. Weinrich facilitated a retreat of the Board 
and Management Team to collaboratively develop a mission statement, vision, values, and key 
strategic directions. The LRP Committee worked with Weinrich to complete this document 
and presented it to the Board in December 2010.  
 
Spring 2011: Weinrich facilitated a second retreat of the Board and Management Team to 
develop specific goals, objectives and schedules needed to implement the key strategic 
directions developed in Fall 2010. The LRP worked with Weinrich to document this work, 
which was presented in draft form to the Board in March 2011, and approved for implementation 
at the final Board meeting of the 2010-2011 academic year. [pending approval, obviously] 
 
Summer 2011: UAS Board and Management begin implementing the Goals and Objectives of 
the Strategic Plan.  
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APPENDIX FOUR: 
DETAILED WORK PLAN 2011-2013 

 
The tables that follow provide detailed objectives, responsibilities, timeframes and (where 
applicable) resources needed to achieve the 13 goals and four strategic directions identified in 
the main plan document.  

 
Strategic Direction One: Governance and Board Development 
Strategic Direction: Ensure the Board Composition and Strategies pro-actively address changing needs 
Goals Objectives Responsibility Timeframe Resources 

Needed 
Appoint committee 
members based on 
interest, expertise and 
background 

Board 
President and 
Vice President 
appoint 
committee 
members with 
board approval 

September, 
2011  

 

Define committee 
responsibilities to include 
board orientation, bylaw 
review, board handbook, 
and monitoring of long-
range plan 

Board 
President and 
Vice President 
appoint 
members with 
board approval; 
Executive 
Committee 
drafts 
committee 
responsibilities 
and takes to 
Board for 
review 
 

Fall, 2011  

Develop and update a 
board handbook with 
appropriate materials. 
 

Governance 
Committee 

May, 2012  

1. Establish a 
Governance 
Committee and 
define its 
responsibilities 

 

Establish a formal protocol 
to identify and vet board 
members, as well as orient 
and train them in their 
responsibilities 
 

Governance 
Committee 

September 
annually, 
starting 
2012 
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Strategic Direction One: Governance and Board Development 
Strategic Direction: Ensure the Board Composition and Strategies pro-actively address changing needs 
Goals Objectives Responsibility Timeframe Resources 

Needed 
Modify committee 
structure to include six 
committees: Executive, 
Program Fund, 
Governance, Finance and 
Audit, Dining, and Services 
(Bookstore and others) 

Governance 
Committee 

Fall, 2011  

Evaluate best structure for 
board composition, 
committee structure, 
terms 

Governance 
Committee 

Fall, 2011  

Draft revised bylaws 
 

Governance 
Committee 
 

Fall, 2011  

Committee presents draft 
to Board for discussion 
and review on wiki  
 

Governance 
Committee 

Fall, 2011  

Committee revises based 
on feedback 
 

Governance 
Committee 

Fall, 2011  

Committee presents 
revised bylaws at Board 
meeting for adoption  
 

Governance 
Committee 

December, 
2011 

 

2. Review and 
Revise bylaws 
 
 
 

Governance committee 
reviews bylaws annually 
and identifies if changes 
are needed and presents 
to Board for adoption. 

Governance 
Committee 

Fall, 
annually 

 

Each committee submits 
to Board a one page 
summary of achievements 
and obstacles faced during 
the semester 

Committee co-
chairs 
 

Last 
meeting of 
semester, 
starting in 
May, 2011 
upon plan 
approval 

 3. Review 
organizational 
achievements and 
obstacles 
 
 
 
 Review and Evaluate 

Strategic Plan progress and 
related issues 

Governance 
Committee  

Middle 
Board 
Meeting 
each 
semester 
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Strategic Direction One: Governance and Board Development 
Strategic Direction: Ensure the Board Composition and Strategies pro-actively address changing needs 
Goals Objectives Responsibility Timeframe Resources 

Needed 
 Compile reports and plan 

evaluation and integrate 
into  board orientation, 
handbooks, etc. 

Governance 
Committee 

Sept., 2011 
Board 
Meeting 

 

Board members identify 
which committees need 
additional members and 
specify the number of non-
board members needed 
for each 

Governance 
Committee 

September 
annually 

 

Develop a marketing piece 
to engage, solicit, and 
inform community as to 
what and who UAS is. 
 

Communication 
Director 

Spring to 
advertise 

 

Hold a board orientation 
for committee volunteers  
 

(Board) Fall 2011 to 
appoint 
new 
members 

 

4. Develop a 
strategy to engage 
non-board 
members to 
participate in 
committees and 
other 
organizational 
projects 
 
 

Establish parameters for 
non-board member 
participation and voting 
eligibility 

Governance 
Committee 

Spring, 
2012 

 

 
Strategic Direction Two: Financial and Business Planning 
Strategic Direction: Implement a system that marries financial and operational reporting systems for 
decision makers at the micro (management), macro (board), and strategic (combined) levels along with 
corresponding benchmarks. 
Goals Objectives Responsibility Timeframe Resources 

Needed 
Survey needs Management Fall, 2011  
Develop Report  Management Spring, 

2012 
 

5. Survey and Report 
on the technology, 
program, system 
interface 
capabilities 
available and 
needed to meet 
goal 

Begin designing a 
dashboard 

Management Spring, 
2012 

 

6. Determine what 
kind of data we 
need on all levels 

Identify data needed on an 
internal, management, 
operational basis (e.g. 
micro data)  

Management Fall, 2011  
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Strategic Direction Two: Financial and Business Planning 
Strategic Direction: Implement a system that marries financial and operational reporting systems for 
decision makers at the micro (management), macro (board), and strategic (combined) levels along with 
corresponding benchmarks. 
Goals Objectives Responsibility Timeframe Resources 

Needed 
 Identify data needed on an 

external, governance, and 
strategic basis (e.g. macro 
data) 

Board, 
through 
Finance and 
Audit 
Committee 

Fall, 2011  

Evaluate needs for 
current, projecting into 
future, and comparison to 
peers 
 

Management Fall, 2012  

ID source for and industry 
standards for comparison 
 

Management Fall, 2012  

Gather other data from 
our system on micro and 
macro levels 
 

Management 
and Board 

Fall, 2012  

7. Create a 
benchmarking plan 
 
 
 

Write and Present Plan Management Spring, 
2013 

 

ID specific projections we 
need to develop at all 
levels and systems 

Management, 
Board through 
University 
Finance and 
Business 
Department 
 

Years 
Two and 
Three 

 8. Develop a business 
forecast and 
projection system 
including university 
forecast for 
financials and 
systems 
 Evaluate availability of 

system or need to 
develop customized 
analytical system 
 

Management Fall, 2013  

Gather current functions 
provided and project 
three to five years out 
(technology, parking lot 
entry/exit, etc.) 
 
 

Management Year 
Three 
 

 9. Re-evaluate the 
entire SUNYCard 
system to develop 
the best 
operational and 
ownership 
structure 
 Conduct a fiscal and 

operational evaluation to 
ED and 
University  

Year Two University: 
IT, plant, 



  May 2, 2011 

12 
 

Strategic Direction Two: Financial and Business Planning 
Strategic Direction: Implement a system that marries financial and operational reporting systems for 
decision makers at the micro (management), macro (board), and strategic (combined) levels along with 
corresponding benchmarks. 
Goals Objectives Responsibility Timeframe Resources 

Needed 
propose best structure to 
meet needs 
 

Res, etc.  

Evaluate data storage and 
privacy issues 

ED Spring, 
2012 

 

 
Strategic Direction Three: Products, Services, and Delivery Models 
Strategic Direction: Develop, monitor, and respond to emerging trends responsive to needs of university 
community 
Goals Objectives Responsibility Timeframe Resources 

Needed 
Identify trends, key 
performance indicators and 
best practices for all service 
areas 

Charge 
appropriate 
committee(s) 

Ongoing 
 

 

Identify resources required 
for program management in 
all service areas (e.g. human 
resources, including staff 
development and training, 
financial, infrastructure, 
management, legal, etc.) 

Staff 
 

Ongoing  

Conduct studies in advance 
of all expiring contracts to 
evaluate self-op vs vendor 
vs hybrid models 
 

Appropriate 
Committee 

Ongoing  

Develop formal criteria for 
proposal evaluation 
consistent with UAS core 
values 
 

Appropriate 
Committee 

September, 
2012 

 

10. Develop a 
methodology for 
making decisions 
relative to the 
provision of 
services 

 
 
 
 
 

Conduct a peer review at 
the half-life of every 
contract 
 

Appropriate 
Committee 

September, 
2012 

 

11. Monitor and  
analyze current 

Establish a three year 
testing plan and timeline for 
services evaluation 

Management, 
with Exec. 
Comm. 

Summer, 
2011 
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Strategic Direction Three: Products, Services, and Delivery Models 
Strategic Direction: Develop, monitor, and respond to emerging trends responsive to needs of university 
community 
Goals Objectives Responsibility Timeframe Resources 

Needed 
Engage outside consultant 
to evaluate existing and 
potential business models 
and identify considerations 
for all services 

Management Fall, 2011  

Establish quality checks and 
performance measures 

Management, 
appropriate 
committees 

  

Assess/monitor  partners 
contractual obligations 

Management, 
appropriate 
committees 

  

and prospective 
corporate and 
community 
partners,  and 
identify 
prospective 
corporate and 
community 
partners who may 
offer services or 
value 
 

 
 
 

Proactively explore 
additional partnerships off-
campus to better serve the 
on-campus community. 

Management   

 
Strategic Direction Four: Relationships  
Strategic Direction: Develop positive, balanced relationship between UAS, the University, the University 
community, and corporate partners with UAS acting as facilitator for the purpose of achieving UAS 
mission. 
Goals Objectives Responsibility Timeframe Resources 

Needed 
Establish Outreach group 
comprised of staff and UAS 
affiliated students  
 

Management 
and Board 

Spring, 
2012 

Blend with 
goals of 
Governance  

Develop hierarchy of 
university constituencies 
 

 Spring, 
2012 

 

Integrate and assign board 
committee and management 
oversight 
 

Executive 
committee 
and staff 

Spring, 
2012 

 

ID services and needs of the 
constituencies 
 

Outreach 
Group  

Spring, 
2012 and 
ongoing 
 

 

12. Identify and 
cooperate with 
key university 
constituencies 
(committees) 
for planning and 
reporting 
 
 

Develop mechanisms and 
strategies for 
reporting/disseminating 
informational exchange 

Outreach 
Group 
 

Fall, 2012  



  May 2, 2011 

14 
 

Strategic Direction Four: Relationships  
Strategic Direction: Develop positive, balanced relationship between UAS, the University, the University 
community, and corporate partners with UAS acting as facilitator for the purpose of achieving UAS 
mission. 
Goals Objectives Responsibility Timeframe Resources 

Needed 
  

Establish process for 
monitoring and evaluating 
 

Outreach 
group 
 

Fall, 2012  

Develop specific 
communication plans for 
each stakeholder 

Management Fall, 2012 
and 
Ongoing 

 

Identify appropriate 
communication 
methodologies for each 
stakeholder 

Management Fall, 2012 
and 
Ongoing 

 

13. Establish formal, 
diverse, and 
strategic 
opportunities 
to 
communicate 
with customers 
 Provide feedback to 

appropriate working 
committee 

Management Fall, 2012 
and 
Ongoing 

 

 
 


