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Transformation of a Corporate Research Library:

Information Providers to Knowledge Cartographers!

By Sylvia Diaz, M.S., M.B.A., and JoAnne Sparks, Ph.D.

Corporations and organizations committed to charting the geography of mission-critical information are reaping significant benefits. Projects that provide shared information and promote collaborative efforts are linked to more satisfied and productive employees. This month’s case study looks at the Knowledge Integration Resources (KIR) group at Bristol-Myers Squibb (BMS). In 2001 KIR embarked upon a fundamental transformation. Their role as information providers to the BMS R&D Institute expanded to mapping knowledge for the entire corporation. During the past five years internal processes and workflow changed dramatically throughout the entire company. Simultaneously, KIR managers and staff implemented a comprehensive, strategic approach to clients and services. This article describes how this transformation impacted KIR staff, their work, and their  challenges and successes.

Every KIR staff member and internal process was affected by the implementation of the strategic plan in mid 2001. A key objective was to initiate a client relationship management (CRM) model for strategic clients. “Previously we provided comprehensive services to any and all clients. The strategic (and targeted) approach was somewhat uncomfortable for staff dedicated to a democratic service mode,” explained Stephen Highcock.

A second objective dealt with integration from both the human and technology perspectives. KIR staff needed to align and integrate with the departments, teams and employees they served. A new role was created, the Knowledge Integrator (KI), who would focus on the information needs of departments and multidisciplinary project teams. KIR was already a key leader in improving intranet search and navigation capabilities, and engaged in projects designed to integrate data sources in a meaningful way. They also provided access to most externally published content for the company and managed internal documents. Records managers of the group provided guidance for records in paper and electronic formats. If any department in the company was in the position to create knowledge roadmaps, it was KIR.

In support of these two objectives, (1) to work with strategic clients, and, (2) to integrate and align with the business, KIR developed targeted marketing and training programs. Surveys and interviews indicated many employees did not know the group existed and many had not received training to use the extensive resources provided. KIR also had to look at its own organizational structure, staff skills and strengths, needs for future programs, and current services.

Five years later, the results are more than impressive. KIR exceeded its original objectives outlined in 2000-2001 and went further than they ever imagined possible. Melinda Bickerstaff, Vice President for Knowledge Management, sought and obtained buy-in from executives in the highest levels of the company. In the initial stages of implementation, Peter Ringrose, President of the Pharmaceutical Research Institute, declared himself the group’s champion. He opened doors and provided support for specific initiatives like 

the Knowledge Integrator/Knowledge Desktop (KI/KD) program. Dan Klinger, Senior Vice President

for Informatics and Knowledge Management, worked to ensure that KIR had the necessary support from the IT group to attain their goals.

Harvey Wiener who leads the KI/KD program, describes its vision, “This program supports BMS operating committees and project working groups who need to stay on top of leading edge information. The KnowIedge Integrator (KI) acts as the single point of contact for the team. The KI is the right person, at the right place, at the right time, with the right information. Some of our clients who have a KI on their team believe these individuals have a sixth sense. It is not unusual for information to be delivered before they actually need or request it.” The Knowledge Desktop is a web-based tool that allows working groups to share project-related information. David Breiner, KD Manager and Webmaster received feedback from clients via a recent survey.  He explained, “Over 99% of survey respondents felt the KD provided them with accurate, up-to-date project information as well as links to valuable internal and external information resources. Team members come to meetings fully informed and ready to make decisions.”
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Scott Lawrence and Joanne Freeman at the First Annual KI/KD Retreat in Venice, Italy.

The model developed at BMS is being applied throughout industry. Two years ago, BMS KI/KD managers extended their internal KI/KD Community of Practice (COP) to create a Worldwide COP. They lead an annual retreat for colleagues from outside organizations who are putting the BMS model into practice. Scott Lawrence gets numerous requests each month to provide consulting support to many of our strategic alliance partners. “The KI/KD program is seen as one of our assets from the alliance perspective. Since our corporate strategy relies on 30% of our blockbusters coming from these alliances, this effort is strategically important for BMS. Our original vision focused on BMS internal teams. Fortunately, with each wave of success, we received the funding and resources required to expand our program. The company also finds our outside efforts with the KI/KD COP invaluable for identifying and recruiting talent both for ourselves and our alliance partners.”

“Our work was always satisfying and stimulating. It’s hard to believe how much more value we add in every area where we have a KI,” explains Sandra Kramer. Mary Talmadge-Grebenar, KI for Metabolic Diseases, adds, “Teams with active KIs have received a number of President’s awards over the past three years. Members of our KI/KD COP are recognized, rewarded by the company, and appreciated by their scientific and business colleagues every day.”
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Knowledge Integrators gather at the Second Annual

Retreat in Paris, France.

KIR’s Digital Library supports the KI/KD program as well as all of BMS. The current collection accesses content from over 5,000 business and scientific journals, over 1,500 sources of full-text reference information and 20,000 downloadable e-books on subjects ranging from “print on demand” scientific books to professional development and support titles.

Longtime employee, Mary Ann LaSerre, described her adoption of the e-book technologies. “At first, I was very skeptical but after I actually tried the CyberMate5000 e-book reader and assisted clients with it, I realized there were some positives. Now I am able to recommend the appropriate format when clients ask. Some materials continue to exist in a print format but I can see the day when this will no longer be true.”

BMS has been a leader in corporate libraries for its thoughtful, yet leading-edge approach to the adoption of new technologies. The core Libraries still have small current print collections and large archival runs of key scientific journals but these physical collections are getting smaller over time as more content is digitized. The Libraries also have the popular Building Leadership and Assistance for Science Teaching (BLAST) collections of science education materials for employees and the community. Initially these collections had about 200 items for each site. Today they have over 1,500 items per site and are the most popular items held in the Libraries.

The digital library collection has made possible one of KIR’s proudest achievements, a 24x7 support service to clients located around the world. Using web-based call-center software which has been modified for KIR needs, locations in the U.S., Waterloo, Kuala Lumpur and a team of remote workers in California provide around the clock reference assistance. Sherry Montgomery from KIR Europe explained, “The service has been more popular than we ever imagined. Supplementing our virtual library of books, journals and databases, we also offer virtual human assistance anytime and anywhere it is needed. The web-based product stores the transcripts of conversations for future reference, allows users to chat, phone, video, or email. Human beings remain critical to the success of our programs and a number of staff were able to learn and apply completely new skills with this initiative.” Sam Gulama, one of the California-based knowledge workers, explains how this has affected his life, “I never dreamed I would be able to relocate to my favorite state or that my work could be so satisfying. Change is hard and in this case, the rewards clearly outweighed the difficulties of learning new skills and making a cross-country move.”

In addition to providing desktop access to content from externally published sources, KIR also manages the internal documents of BMS and has led efforts to provide integrated access to the company’s intellectual assets as well as to external published literature. Sylvia Diaz, who heads Records and Intellectual Assets Management (RIAM), partnered with Michael Rogers, head of Information Architecture, and two software companies, Records Management Integration, Inc. (RMI) and Verity. The result was a software system called Dynasty. One of the most exciting aspects of this system is the use of an automated, linguistically-based data mining application, Verity’s Toposphere.  “This allows us to create a topological analysis of external and proprietary knowledge, leading to novel correlations of ideas, acting as a stimulus to the creativity of our employees,” Rogers says. Diaz adds, “For the first time, all our employees can leverage the body of knowledge stored in twenty years of corporate documents and other communications.”

Dynasty is a second generation Records and Information Management System (RIMS) that enables better management of the records, regardless of the format.  Dynasty integrates with the top electronic document management software available in the market today.   Russell Bertelsen commented on the powerful capabilities of the system,  “For years records managers have waited for a product like this. It is a powerful tool that enables the management and control of a company’s intellectual assets.  The application of good records management practices brings risk reduction in exposure to trade secrets, patent infringement, litigation, regulatory compliance and confidentiality.  Dynasty is a dream come true!”

BMS receives 15% of the royalties as a result of this collaboration. Dynasty is now deployed in 350 companies, including the top 50 pharmaceutical and biotechnology companies. The royalty income has enabled KIR to move from cost center to profit center, an incredible accomplishment. The product has evolved to a commercially viable and successful investment.  BMS is considering controlling ownership in the company, ensuring continued development of the mature product as technology and business practices evolve.
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Sylvia Diaz and Diana Kassavetis track the profits

from Dynasty.

Rogers’ Information Architecture Team also participated in building the state-of-the-art BMS Employee portal, a highly evolved design sponsored by the President of “Virtual BMS,” Don Hayden. They developed and maintain a knowledge map and Intranet directory of the most valuable information and knowledge resources within BMS and in the outside world.  Diana Kassavetis, Chief Taxonomist, says: “Separating the wheat from the chaff of our knowledge base has saved each of our employees many days of effort per year.”

The public version of the BMS portal has become a byword in the industry for the financially successful implementation of e-business. KIR contributed to this in several ways. The most lucrative of these has been the “BMS Patents For Sale“ showplace. This is an outgrowth of the BMS Patent  Portfolio, a digital  library developed by KIR of more than 10,000 active BMS patents. The portfolio is constantly used by BMS knowledge workers to quarry the cream of our intellectual property for ideas that could lead to innovative disease therapies. The corporate Patent and Licensing departments found the portfolio an ideal way of actively managing and categorizing our extensive patent property. James Grant, from KIR’s Patent Analysis group, observed, “… as a result,  we have increased the revenues derived from re-assignment of our patents to other companies by more than $100 million/year.”

Other parts of KIR workflow and operations have also been greatly affected by the changes over the past five years. Michelle Terrien describes how the conference central web site has changed her work, “I remember in 2001 when three of us spent five days looking for one reference for our first electronic FDA filing. Now thanks to the collaboration of the Knowledge Integrators, the Information Architecture team, Library Operations and the Content/Marketing group, we use a tool developed for clients to access integrated information about conferences to get our work done, too. One click, one second – we have the proceedings. We also have an automated duplicate check performed against the published literature cabinet in the PRISM-V repository and unique documents are deposited with one more click!”  Paul Campbell elaborates, “Our efforts have evolved into a full product literature service for the entire company. Regulatory, marketing and the sales force all use the material we contribute on a daily basis.”

Applying Knowledge Management ideas has clearly played an important part in the KIR success story. In the first year of the strategic plan implementation, a team was set up to investigate and apply usability methods to KIR’s Cybrary web site and online library catalog. Lydia Bauer explained, “This evolved into a more formal program to do “research on research” similar to Sandra Hirsch’s efforts at Hewlett
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The KIR PRISM team located in NJ and CT is still

smiling after all these years!

Packard. In fact we have partnered with HP to develop a state-of-the-art online library catalog called Magnifico. We are intimately aware of how and why our scientists use information and where the gaps are. We use this knowledge to create products that empower them to do their work better.”

Donna Gibson elaborates, “The marketing lifecycle starts with usability findings which drive new product and service development. Where once we applied these methods to computer interfaces, we now utilize them in almost everything we do. It enables us to think and be strategic in how we develop and deliver services, products, and target and train clients. I think it is the foundation of our success. We are able to identify weaknesses early on and make adjustments in a proactive and efficient way.”

Effective Knowledge Management (KM) is accepted everywhere today as one the critical factors that bring continued business success. The KI/KD and Community of Practice programs are a major example of KIR’s contribution to KM at BMS. Another is the “Knowledge Exchange”, which has been a very successful feature of the OneBMS portal since 2002.  Here people can leverage the immense repository of tacit , or personal,    knowledge stored in the minds of BMS staff worldwide. People can pose questions via the portal to the Exchange and then receive answers by e-mail or telephone from experts. Karen Lyons, says, “The Exchange is a great example of cooperation between different BMS departments, in this case KIR and Human Resources. It builds on the repository of expertise in the HR collection of  resumes and CVs, and adds the technology piece, an interactive question and answer marketplace provided by Autonomy.” Autonomy was chosen as the best technological solution to our needs after a thorough appraisal of several major software applications. John Kloss adds, “Autonomy can actively monitor online questions and answers and build an active profile of each participant’s expressed interests, and  thus augment the HR database. In addition, its Bayesian or probabilistic approach to framing a search is much more sophisticated than the average search engine in its ability to relate queries to the most appropriate context and suggest alternative approaches to ambiguous problems.”

Finally, in the cultural context of KM, KIR has applied Larry Prusak’s evocative space ideas in tangible ways. Prusak is a well-known Knowledge Management researcher with IBM's Institute for Knowledge Management. What do you see when you visit the various BMS facilities? Theodora Myllymaki commented on the physical Library space, “It is a state of the art environment. Walking through the Library doors, it is not unusual to smell the aroma of freshly brewed coffee and see small groups of scientists huddled near electronic white boards outlining potential new blockbuster drugs. You also might walk through the doors and be surprised to find researchers rushing to claim a seat for the KIR Brain Sparks Series.”  Lou Ann DiNallo described how “… we use our Client Information Request Tracking System to uncover topics of common interest. We analyze our clients’ information requests to determine if a pattern is evolving or if the same question keeps cropping up. We also provide “matching” reports to the scientists themselves. This system has been helpful in identifying key research topics of interest which ensures high attendance at these events.”
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Lou Ann DiNallo and Tony Medina share new ideas

at one of the Hopewell Brain Sparks events.

Another aspect of KIR’s success is the diligent attention paid to revamping metrics for performance assessment and implementation of a value-based rewards system. KIR has implemented a modified balanced scorecard approach that allows them to analyze the value added for clients for both content and services. KIR staff is rewarded according to the value assessments for both individual and team performance. The group was the first in the company to implement a team-based performance incentive plan. Mary Laskow explained, “The incentive program ensures that everyone works for the success of the program or service. It has been a challenge to apply fair metrics across the board. It took approximately two years to develop and implement the first version of our balanced scorecard. We are now working on the third version and each time it continues to improve substantially. The best part of this work is that our contributions are measurable and valued by executives and accountants throughout the company. We have been able to provide the return on investment (ROI) formula for our contributions and it has been well worth the effort.”

The process of KIR’s transformation took approximately five years. Carol Bekar reflected about the group’s journey, “Back in 2001, it was scary. We were charting unknown territory like the explorers Magellan and Cook. We went from being Information Providers to being Knowledge Cartographers. The impact on both our staff and services was not completely clear at the beginning. It is evident now, looking back, that these changes helped us enhance our contributions to the business and took the entire group to a whole new level of productivity and success.”

She recalled, “Just two years into the transformation, Dan Segaline partnered with Human Resources to develop and deliver a two-day intensive course for new employees to instill in them BMS Knowledge Leadership.” Dan stated, “This course has been the capstone of my career at BMS so far. I remember when I was worried about what I would be doing down the road, that my own work in serials control and e-journals would replace me! Now – I have four colleagues who support and assist me to orient new BMS employees, at all levels, including executives, scientists, and the sales force, to the knowledge sharing culture at BMS and the tools we have developed. We work to establish the expected baseline the minute a new person comes on board. Our goal is that new hires embrace the culture and are integrated very quickly.”

What are the next steps for the KIR group at BMS? Fortunately for BMS, the opportunities for employees in the KIR group continue to evolve and expand even to other continents. A major new BMS facility was recently opened in Asia and the KIR group will have a team of knowledge professionals located in this facility applying their lessons learned and developing new ways to chart knowledge for the company’s employees in the Pacific Rim. JoAnne Sparks explained her enthusiasm for this new project, “My dream was to live in Asia for some period of time. Now I will get to realize this. I am a member of the start-up team who is going to evaluate how our usability and research methods can be applied in this culture. We are not completely clear at this point and plan to observe, interview and collect data to see which ideas can be transferred. I am sure we will be able to apply our findings and ideas back home.”

In all, the implementation of this strategic initiative was a complete success. KIR continues to build on this success by developing other initiatives that strive to connect people to people and people to information.  Their achievements illustrate how vision and imagination can highly motivate and focus a talented group of individuals to achieve greatness. The details may not have always been completely clear at the outset but a clear understanding of the end goal drove successful implementation. With this spectacular record of accomplishment, KIR staff believe anything and everything is possible. These “Information Providers” have truly transformed into “Knowledge Cartographers.”


Reprints available upon request. Contact Pat Elko at Bristol-Myers Squibb, P.O. Box 4000, Princeton, NJ 08543-4000.
“… the results are more than impressive. KIR exceeded its original objectives …. In the initial stages of implementation Peter Ringrose, President of the Pharmaceutical Research Institute (PRI) declared himself the group’s champion. He opened doors and provided support for specific initiatives like the Knowledge Integrator/Knowledge Desktop (KI/KD) program.”








