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INTRODUCTION

The “Strategic Plan for Strengthening Research”, which was completed in July 2008,
provided a well conceived blueprint for growing and strengthening the research en-
terprise at the SUNY Upstate Medical University over the following ten years. On the
second page of this important document it was stated that “This Strategic Plan for
Strengthening Research will be followed by a second document: an implementation
plan.”

This Implementation Plan is the result of seven months worth of hard work by the
Strategic Plan Implementation Subcommittee of the Research Steering Committee and
followed by review by the Research Steering Committee. It presents a detailed series of
events required to strengthen and grow our research enterprise.

The Strategic Plan for Strengthening Research, and the results of that plan, leads to
five strategies that must be accomplished to reach our goal:

Goal: Strengthen and Grow the Research Enterprise at Upstate

Strategies
• Develop research partnerships in the region, state, nation and globally.
• Increase our research expenditures by 10% annually.
• Hire additional basic and clinical researchers within the designated research 
pillars and foundational sciences.
• Increase the research laboratory and office space to accommodate these new 
researchers, and the targeted 10% annual increase in research expenditures. 
• Strengthen our recruitment, education, and research training of graduate 
students and post doctoral fellows.

In this implementation plan we first use a Gantt Chart to demonstrate the events that
must be accomplished, and their timing, to accomplish our strategies. This is then fol-
lowed by the metrics that will be utilized to measure our success in accomplishing our
strategies. Success will be determined by everyone understanding and supporting the
strategies described in this document and then having the necessary resources to carry
it out. During this period of state budget cuts, and required austerity programs, the
timing of events could be delayed should resources become limiting.

HOW THE READER SHOULD UTILIZE THE GANTT CHART
The attached Gantt chart provides an illustrative “road map” of the research strategic
plan. The Gantt chart is a dynamic planning tool that provides a status report at a point
in time, in this case as of December 16, 2009. The chart will be updated on a regular
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basis, perhaps two times per year, to keep it current as events and circumstances occur. 
One of the attributes of the Gantt chart format is the ability to link tasks or events to one
another. To the extent possible in this first edition, those links have been installed. The
power of task linkage is it provides the ability to forecast cause and effects of defined
events or circumstances and allows analysis of “what if” scenarios. With each subsequent
update of this first edition, the tasks can be refined, expanded and linked to achieve a
more accurate forecast of the strategic plan development over the next ten years.

One of the key elements of the strategic plan is hiring more research faculty. To accom-
plish the strategy of increasing our research expenditures by 10% annually this will be re-
quired. A growth of 10% in research expenditure, compounded annually, will bring us to
approximately $85 million in annual research expenditures by 2019. The attached chart
forecasts hiring a total of 82 net additional research faculty including fulfilling previous
commitments to current Chairs (30) plus a net up of 52 new research faculty. Of the 52 new
research faculty up to 46 will be based on the funding of the SUNY REACH proposal. Par-
tial or no funding for this proposal will result in the hiring of fewer new research faculty.
Based on state budget cuts the 30 previous commitments will be filled over the next ten
years. The 52 new hires will begin in 2012 and continue over the following five years. New
hires in diseases of the nervous system, cancer and foundational sciences are shown to be
filled at a faster rate than the other pillars. It is recognized however, that that key recruit
may be available in an area that could change the priorities of subsequent hires. These op-
portune changes would be reflected in future updates to the Gantt chart.

Another key element to the research strategic plan is the expansion of core facilities and
space in general. To the extent possible, the Gantt chart reflects the projected plans for
space. For example, the chart recognizes that the IHP core facilities will not be available
until 2012, and major renovations to Weiskotten Hall cannot occur until swing space is cre-
ated following a move into the new IHP addition.

The Gantt Chart reflects our plans to grow our academic research collaborations in the 
region with Syracuse University, the VA and SUNY ESF, state-wide through the SUNY 
Academic Health Center (AHC) Collaborations, nationally and internationally through the
newly formed International Institute of Biomedical Sciences and Technology (IIBMST), 
and with the industrial sector.

Finally, the Gantt chart lays out a plan for the development and enhancement of gradu-
ate and post doctoral education within Upstate, in collaboration with other institutions,
and to reach out to the private sector. 

By definition, a Gantt chart is perpetually a work in progress with each update repre-
senting the most current status.

The Strategic Plan for Strengthening Research also significantly contributed to Upstate’s
recently launched Engaging Excellence Strategic Plan. That document, too, 
reiterates the goal to strengthen and grow the Research Enterprise.



ID Task Name
1 Disorders of the Nervous System

2 Existing commitments

3 Neuroscience and Physiology-1 of 3 Associate Profs.

4 Neuroscience and Physiology-2 of 3 Associate Profs.

5 Neuroscience and Physiology- 3 of 3 Associate Profs.

6 Anesthesiology-Lab Scientist

7 Developmental Neurobiology of Behavioral Disorders

8 New Hire 1

9 New Hire 2

10 New Hire 3

11 New Hire 4

12  Disorders of the Visual System

13 New Hire 1

14 New Hire 2

15 New Hire 3

16 New Hire 4

17 Neural Injury, Neurodegeneration and Repair

18 New Hire 1

19 New Hire 2

20 New Hire 3

21 New Hire 4

22  Diabetes, Metabolic Disorders and Cardiovascular Disease

23 Existing commitments

24 Surgery

25 Tenure track line- Dr. Hajnal

26 Future tenure track line

27 Medicine (1 of 6 new researchers) Hire 1

28 Medicine (2 of 6 new researchers) Hire 2

29  Electrical and Chemical Signaling

30 New Hire 1

31 New Hire 2

32 New Hire 3

33 Environmental Influences

34 New Hire 1

35 Chronic Degeneration and Regenerative Medicine

36 New Hire 1 beta cell (Islet)

37 New Hire 2 clinical and translational research

38 New Hire 3 stem cell

39 New Hire 4 clinical and translational research

40 New Hire 5 TBD

41 New Hire 6 clinical and translational research

42 New Hire 7 TBD

43 New Hire 8 clinical and translational research

44 Cancer

45 Existing commitments

46 Radiation Oncology (1 of 2 research faculty)

47 Radiation Oncology (2 of 2 research faculty)

48 Medicine- 3 of 6 new researchers- hire 1

49 Medicine- 4 of 6 new researchers - hire 2

50 Pharmacology

51 1 of 2 Assistant Profs.

52 2 of 2 Assistant Profs.

53 1 of 2 Associate Profs.

54 2 of 2 Associate Profs.

55 1 Professor

56 Genetic and Molecular Determinants

57 New Hire 1

58 New Hire 2

59 New Hire 3

60 New Hire 4

61 Experimental Therapeutics

62 New Hire 1

63 New Hire 2

64 New Hire 3

65 New Hire 4

66 Viral Oncology and Tumor Immunology

67 New Hire 1
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ID Task Name
68 New Hire 2

69 New Hire 3

70 New Hire 4

71 Infectious Disease

72 Existing commitments

73 George Holtz- new Jr. faculty in year three

74 Medicine- 5 of 6 new researchers- hire 1

75 Medicine- 6 of 6 new researchers- hire 2

76 Host-Pathogen Interactions

77 New Hire 1

78 New Hire 2

79 New Hire 3

80 New Hire 4

81 Global health and Emerging Pathogens

82 New Hire 1

83 New Hire 2

84 New Hire 3

85 Animal Model Development and Stem Cells

86 New Hire 1

87 New Hire 2

88 Resources

89 Maintenance and development of core facilities

90 Small animal functional imaging system- WH

91 Small animal functional imaging system- IHP

92 Behavioral phenotyping facility

93 Proteomics facility

94 Multi-laser confocal microscopy-WH

95 Multi-laser confocal microscopy-IHP

96 Flow cytometry

97 Structural Biology Facility

98 CRU/Center for Clinical and Translational Research

99 Center for Research Evaluation

100 Musculoskeletal Facility 

101 MRI Facility

102 DLAR

103 DNA Sequencing Core

104 SCID Mouse Faciilty

105 Microarray Core

106  Foundational Sciences 

107 Existing commitments

108 Orthopedic Surgery- 1 of 2 molecular biologists

109 Orthopedic Surgery- 2 of 2 molecular biologists

110 Biochemistry

111 1 of 2 active recruits

112 2 of 2 active recruits

113 1 of 2 future recruits

114 2 of 2 future recruits

115 Microbiology

116 1 of 2 previously approved faculty

117 2 of 2 previously approved faculty

118 1 of 2 new faculty

119 2 of 2 new faculty

120  SUNY Hires

121 New Hire 1

122 New Hire 2

123 New Hire 3

124 New Hire 4

125 New Hire 5

126 New Hire 6

127 Collaborative Hires

128 Bioengineering

129 Bionanosciences

130 Strengthening Research in Basic Science Departments

131 Create faculty recruitment  timeline re focus areas

132 Complete Implementation Plan re faculty recruitment

133 Revise sections based on hires and resources

134 Improve Post Doc recruitment, training and support

10/1
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ID Task Name
135 VP Research creates Post Doc Affairs Steering Com

136 Steering Com sets goals & resources for PDA office

137 Establish PDA Office

138 Core Review

139 Proteomics Core needs to be Institutional Core 

140 Vitality Core eliminated from Research Cores

141 Other new Cores discussed with the RSC

142 RSC meeting 1

143 RSC meeting 2

144 RSC meeting 3

145 RSC meeting 4

146 RSC meeting 5

147 RSC meeting 6

148 RSC meeting 7

149 RSC meeting 8

150 RSC meeting 9

151 RSC meeting 10

152 Pre- and Post-Doctoral Training Grants submission

153 Retrospective data on PhD and Post Doc career paths

154 Develop methods to track future grads and fellows

155 Improve quality of PhD applicants and matriculants

156 Apply for a pre-doctoral training grant- individual

157 Apply for a post-doctoral training grant- individual

158 Apply for a pre-doctoral training grant- instutional

159 Apply for a post-doctoral training grant- institutional

160 Strengthening Research in Clinical Departments

161 Strengthen centralized support w/ add'l grants specialist

162 Move .5 FTE of existing Res Admin staff to sponsored projects

163 Add a new Grants Specialist.

164 Hire 2 campus research coord, paid 100% from new research dollars within 6 months

165 Meaningful research bridge: basic and clinical depts

166 Hire Assoc VP Clinical & Translational Research (AVPCTR)

167 AVPCTR meets with Basic & Clinical Chairs to determine bridges with the greatest potential impact

168 Protect research time for funded clinical investigators

169 AVPCTR develops plan to support CIs

170 Plan is presented to REGELT for discussion

171 Present plan to Dean, College of Medicine

172 Plan vetted by Research Steering Com, Chairs, LC

173 New plan is put in place

174 New Faculty Research Day/symposium - all research

175  RD/symposium Year 1

176  RD/symposium Year 2

177  RD/symposium Year 3

178  RD/symposium Year 4

179  RD/symposium Year 5

180  RD/symposium Year 6

181  RD/symposium Year 7

182  RD/symposium Year 8

183  RD/symposium Year 9

184  RD/symposium Year 10

185 Centralize grant writing/dev support for new PIs

186 Grant writing/dev support to interested faculty

187 Develop Clin/Trans research mentoring program

188  New faculty orientation, compliance & support

189 Orientation 1

190 Orientation 2

191 Orientation 3

192 Orientation 4

193 Orientation 5

194 Orientation 6

195 Orientation 7

196 Orientation 8

197 Orientation 9

198 Establish clinical and clinical research databases

199 Review database projects at Upstate & peers

200 AVPCTR discusses with clinical researchers and Chairs

201 AVPCTR presents proposal to REGELT

10/1

10/1

10/1

10/1
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ID Task Name
202 AVPCTR presents to IMT  for cost estimates

203 Create appropriate databases

204 Create links between databases and (new) biobank

205 Develop Center for Clinical and Translational Research

206 AVPCTR develops a written plan for CCTR

207 AVPCTR presents plan to REGELT

208 Present plan to VP Research, COM Dean, UH CEO

209 Vet plan by the Research Steering Com, Chairs, LC

210 Hire CCTR Director

211 Hire necessary personnel

212 Open the CCTR

213 Create funding: residency and fellowship research tracks

214 AVPCTR writes plan for research residency and fellowship programs

215 Research res and fellowship plan presented to REGELT

216 Plan presented to COM Dean and UH CEO

217 Plan vetted by Research Steering Com, Chairs, LC

218 New plan put in place

219 Integrate GME & undergrad research programs

220 Integrate GME research & PDA Office fellowships

221 Development of Institutes and Centers (I/C)

222 I/C created using Research Strategic Plan guidelines

223 VP Research educates faculty via newsletter etc.

224 Qualified faculty groups present proposals to  VP Research

225  Dev entrepreneurial support model using Indirect Costs generated by members

226 VP Research discusses model with Senior VPs

227 Concept vetted with Research Steering Com, Chairs, LC

228 Entrepreneurial model is decided and announced

229 Develop I/C based on Pillars and Focus Areas 

230  VP Research decides on proposals for new I/C within one month

231 VP Research presents approved I/C to RSC and LC

232 Research Core Facilities

233 Perform bi-annual reviews of all Institutional Cores

234 Complete first annual review

235 Info from Core Directors for subsequent reviews

236 Perform subsequent bi-annual reviews

237 Develop cores: behav phenotyping and int physiology

238 Discuss cores with faculty experts

239 Discuss space needs with IHP expansion architects.

240 Exp. Proteomics; Microscopy; Struct. Bio.; Flow Cytometry; & small animal func.imag cores

241 Purchase new mass spectrometer for Proteomics Core

242 Discuss expansion  with user groups

243 Research Space

244 Improve oversight of research space

245 VP for Research oversees all research space 

246 Create Institutional Space Com reporting to VP Research 

247 Com develop plan for space solicitation and allocation 

248 Identify way for joint admin of clinical research space existing within clinical programs

249 Space Com advises  VP Research on optimal use

250 Space Com helps design new research space

251 New and renovated Research space

252 IHP Expansion (43,000NSF, 90,000 GSF)

253 Design

254 Construction 

255 Occupancy

256 Complete renovations of existing WH and WHA 

257 2008-2013 budgeted projects ($13 million)

258 2013-18 requested projects ($41 million)

259 New Research Space (55,000NSF+= 100,000GSF)

260 Select site

261 Design

262 Construction

263 Occupancy

264 Entrepreneurship, Intell Property, and Ties to Industry

265 Establish Upstate Intellectual Property Office

266 Hire SUNY RF IP expert stationed at Upstate

267 Establish office within Research Administration

268 Hire Assoc or Assist VP for Industry Relations
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ID Task Name
269 Identify resources required for this hire

270 VP Research advertise/search for candidates

271 Hire establishes strong ties with regional bio-Industry

272 Hold Annual Upstate-Industry Research Collab Day

273 Hold first Upstate-Industry Day (with MedTech)

274 VP Research, Assoc VPIR create group for Annual Collab Days.

275 Design, construct operational guidelines for CNY BRC

276  VP Research and ESF Leaders work with architects on facility design

277 Upstate and ESF Pres dev operating agreements

278 CNY BRC Board retains legal help re future tenancy

279 Future tenants ID by VP Research, Assoc. VPIR, CNY BRC Exec. Dir. identify future tenants.

280 Graduate Education

281 Enhance mktg of grad programs using ext advertising (eg. Peterson’s guides).

282 Create executive account with Peterson’s Guides 

283 Mtkg & CGS Dean develop plan to increase web hits on Upstate Peterson’s Guides Web Site 

284 Maintain annual account with Peterson’s Guides

285 Enhance mtkg via new Visiting Lecture Series

286 Identify Upstate faculty willing to participate 

287 Develop brochure with Marketing

288 Get mail list of undergrad programs/advisors in 250-mile radius of Upstate 

289 Send brochures and form to these institutions

290 Arrange the dates and times for visits

291 Give scientific and graduate program presentations

292 Develop Undergraduate Advisor Day

293 Develop a plan for the Advisor day 

294 Get listing of undergrad institutions/advisors

295 Determine the date and times for the Advisor Day

296 Work with Marketing to develop mailing

297 Send mailing to these institutions

298 Hold first annual Advisor Day with presentations

299 Hold Graduate Curriculum Retreat every three years

300 Hold first retreat 

301 Plan next retreat

302 Adopt recommended curricular changes post retreat

303 Curr Com determines how best to institute changes

304 Evaluate educational impact of curricular changes

305 Establish a system for retroactive and future tracking of graduates

306 Obtain complete list of past grads & career paths

307 Maintain complete career path list for future grads

308 Apply for a graduate training grant

309 Discuss focus of training grant with program heads

310 Assemble multi-dept committee to work on grant

311 Submit the graduate training grant

312 Establish new interdepartmental graduate programs 

313 COGS Dean to discuss concepts with Assoc Dean

314 Dean reviews concepts w/ Assoc. VP CTR

315 Dean to discuss concepts with  program heads

316 Best ideas presented to Upstate Grad Council

317 Establish a joint program with SU in Neuroscience

318 Obtain signed MOU from Institutional officials

319 Identify participating SU and Upstate faculty

320 Obtain GFO approval for participating SU faculty

321 Begin advertising combined program

322 Evaluate students under normal admissions process.

323 Consider joint PhD program in Biomed. Eng. With SU

324 Discuss concept with SU Dean of Engineering

325 If amenable, discuss with Upstate Grad Council

326 Develop “bare-bones” & “extended” curriculum

327 Obtain a signed MOU from Institutional officials

328 Identify participating SU and Upstate faculty

329 Obtain GFO approval for participating SU faculty

330 Begin advertising combined program

331 Evaluate students under normal admissions process

332 Consider joint PhD program in Bionanoscience w/ SU

333 Discuss concept with SU Dean of Arts & Sciences

334 If amenable, discuss with Upstate Grad Council

335 Develop “bare-bones” & “extended” curriculum
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ID Task Name
336 Obtain a signed MOU from Institutional officials

337 Identify participating SU and Upstate faculty

338 Obtain GFO approval for participating SU faculty

339 Begin advertising combined program

340 Evaluate students under normal admissions process

341 Consider joint PhD program in Bioinformatics with SU

342 Discuss concept with SU Dean of Arts & Sciences

343 If amenable, discuss with Upstate Grad Council

344 Develop “bare-bones” & “extended” curriculum 

345 Obtain a signed MOU from Institutional officials

346 Identify participating SU and Upstate faculty

347 Obtain GFO approval for participating SU faculty

348 Begin advertising combined program

349 Evaluate students under normal admissions process

350 Network with Other Universities and Medical Schools

351 Establish partnerships in bioengineering

352 Upstate VP Res discuss collab w/ SU VP, Eng. Dean 

353 Upstate/SU faculty groups flesh out these ideas

354 Establish partnerships in bionanoscience

355 VP Res to discuss research collab w/ SU VP & Dean

356 Upstate/SU faculty groups flesh out these ideas

357 Establish partnerships in bioinfomatics and biostats

358 VP Res discuss research collab w/ SU VP & Dean

359 Upstate/SU faculty groups flesh out these ideas

360 Regional

361 Collab biomedical res plan amongst 4 SUNY AHCs

362 Develop and find funds for SUNY AHC Phase 1 collaborations

363 Dev &  find funding for 5-yr plan (SUNY REACH)

364 National and International

365 Establish International Version of IBMST

366 MOU between Upstate, Technion & NCKU 

367 IIBMST Exec Com estab membership criteria

368 Faculty applicants rec'd, membership determined

369 Focus Group teleconferences held

370 Increase in'l research collabs, measured in published abstracts, articles and funded grants.

371 Philanthropy

372 Develop fundraising in Research Pillars areas

373 VP Research coordinates with Upstate Foundation

374 VP Research coord w/ chairs, I/C directors, faculty

375 Establish Endowed Professorships

376 Cancer ($4 million required) *Begins when current cancer center campaign is completed

377 Disorders of the Nervous System ($4 million req)

378 Diabetes, Metabolic Disorders & Cardiovascular diseases ($4 million required)

379 Foundational sciences ($4 million required)

380 Infectious Diseases ($4 million required)

10/1

10/1

Year
Existing 

Commitments New Hires Total
2010 3 0 3
2011 2 0 2
2012 2 6 8
2013 3 6 9
2014 3 12 15
2015 3 12 15
2016 3 10 13
2017 3 6 9
2018 4 0 4
2019 4 0 4

30 52 82

Total Number of Hires
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CONCLUSION
The Gantt Chart provides the tasks that must be completed to properly execute the
“Strategic Plan for Strengthening Research”. It also gives a ten year time table indicating
the predicted phasing for completion of each of the 380 tasks. The actual dates, and level
of success, of completion of these tasks will depend upon the available resources required
to hire new faculty (lines, start up funds and research space) and staff.

The metrics that we will utilize to measure the success in completing our strategies are in-
dicated below:

Develop research partnerships in the region, state, nation and globally.
1. Total Direct and Indirect Expenditures/year based on collaborations with faculty at:

A. local Universities (SU, ESF, others), 
B. other SUNY Academic Health Centers,
C. IIBMST institutions, and
D. other state, national and international institutions.

2. Total IIBMST annual membership.
3. Number of Research Contracts between SUNY Upstate faculty and other academic/non-
profit/commercial (e.g. industry) institutions.
4. Number of Co-authored Publications with faculty from other Institutions.

Increase our research expenditures by 10% annually.
1. Total Direct and Indirect Expenditures Annually
2. Federal % of Total Expenditures Annually
3. Total Annual Extramural Dollars Funded Based on Award Statements.
4. Total Direct and Indirect Expenditures from:

A. Basic Science Departments
B.Clinical Departments
C. Industry Sponsored Research
D. the Research Pillars and Foundational Sciences

5. Total Royalty Income

Hire additional basic and clinical researchers within the designated research pil-
lars and foundational sciences.

1. Complete the hiring of the 30 existing research faculty commitments, plus six additional
research faculty, over the next ten years.
2. Hire up to an additional 46 faculty, based on the success of SUNY REACH and Upstate
resources, beginning in 2012. 
3.  % faculty hired within the research pillars and foundational sciences.
4.  % research faculty with joint and adjunct appointments crossing basic science and 
clinical departments.
5.  % research faculty that are members of Upstate Centers and Institutes.



Increase the research laboratory and office space to accommodate these new
researchers, and the targeted 10% annual increase in research expenditures. 
1. Annual % of total space renovated for research. 
2. Annual % growth of research space.  
3. Annual Capital Requests Related to Research Space.
4. Available Research Laboratory/Office Space

Strengthen our recruitment, education, and research training of graduate 
students and post doctoral fellows.
1. Number of applications for graduate school admission
2. Percent increase in the average GRE/GPA/TOEFL scores of applicants and incoming grad-
uate students.
3. Annual number of extramural pre-doctoral and postdoctoral fellowships received. 
4. Percentage of Upstate College of Graduate Studies graduates in post-doctoral posi-
tions, academic faculty positions, industry or other positions advancing their science and
leadership careers.
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