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Agenda
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Changing the cultural view of informatics as individual 
components and promoting the perception of an intra-
organization informatics ecosystem. (Sell it)

1

How Pfizer tackled the challenges of integrating 
multiple solutions (LIMS, ELN, SDMS, CDS) across 2 
business divisions (Do it)
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Streamlining data input and storage by creating data 
standards across laboratories, departments, your 
company and even external collaborators. (Improve it)
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• Consumer Healthcare 
• Infant Nutritionals

Primary focus of initiative

• Data Acquisition : Empower 
• Data Archival : NuGenesis 
• Lab Information Management System : Labware LIMS
• Electronic Lab Notebook : IDBS ELN & BioBook

4 Major Platforms

• Stemming from Pfizer acquisition of Wyeth
• Coupled with business funded dollars (Multiple budgets)
• One Year to do it all

Integration effort 

Context for Talk – the Environment
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note: no specific 
vendor endorsement 
implied or expressed



Context for the talk – The Experience

• Current Role: Director, Research and Labs Business Technology for Pfizer Diversified 
Business. 

• Engineer by training, lived in the Pharmaceutical R&D world for years, with time 
spent on the clinical side as well, across Pfizer, Wyeth, Merck and consulting to the 
industry

Who am I

• Deployed Electronic Lab notebook solutions and informatics solutions across 
multiple divisions of Pharma in Wyeth and Pfizer.

• Currently rolling out ELN, LIMS, Data Capture and Data Archival solutions to 2 
divisions in Pfizer.

What have I done, What am I basing this on

• Share my experiences (Knowledge often gained through mistakes and pain and 
occasional fantastic “right first time” successes) and SIMPLFY THE MESSAGE 

• Learn from others and foster open conversations about how to do this better.

What is my objective



Get to know the audience time – Quick Poll

Primary area of 
operation 

• Science – Chem
/ Bio

• Business
• IT

Perspective

• Bench / 
execution

• Management
• Executive

What are you 
looking for from 

this talk?
• Objective
• Focus



Key Points to Take Away
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It’s about a partnership! – Communicate – early and often1

Know your processes and understand the supply chain view.2

Know the key stakeholders and what is important to them. 
(Drivers)3

Actively manage scope, and phase your projects. (Pilots) You don’t 
know what you don’t know when you start and neither do your 
users.

4

The technology is the easy part. 5

You must understand and own your business processes to fully 
realize the potential value of your investment6
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Sell It



The Ecosystem View
• Changing the cultural view of informatics as individual 

components and promoting the perception of an intra-
organization informatics ecosystem.
– What does it mean? 

Think of things as connected parts of a whole

– Why do it
Connected parts are easier to understand as investment targets and 
also creating that mindset fosters a greater culture of collaboration

– How to do it
That’s the tricky part – Define it first, then communicate it, partner on 
it and make it real. The power comes when the “supply chain” is 
realized.
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Own and Manage the Perception of Informatics 
in Your Area
• Very few systems exist independently of others.
• Dependencies are increasing, and becoming more visible 

among:
– Systems 

• share, minimize re-key, collaborate
– People 

• more with less
– Organizations 

• collaborations internally and externally

• The systems should be viewed as a collective whole, inclusive 
of the processes they support. 

• The process is the focus, the systems are the part of the 
platform to support and enhance the process.
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Making the Case
• Isolated systems and projects are difficult to fund and often 

create problems in and beyond the labs with integration and 
collaboration.

• By thinking in a supply chain picture, you are able to expand 
your stakeholder list and potential value. 

• Taking the supply chain down one level and mapping the 
processes reveals an ecosystem of varying levels of function.

• There is a balance in this process to deliver meaningful and 
timely projects.
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My 
Suppliers My Work My 

Customers



Move beyond “my system”
• The thinking that we can work alone in an isolated approach is 

dead.
• We are facing increasing downward cost pressure in the lab 

informatics space
• There is increasing demand to do more with less.

How do we manage these realities?
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First Know, Then Manage
• Take the time to understand the perception of informatics in 

your organization.
– What does the word mean (or what is your word) and what is the 

baggage.

• Make the investment to understand your processes in a 
supply chain view 

• Build a communication plan for the supply chain view, and be 
able to talk about the picture.
– Learn the Audience and know the WIFM (What's In It For Me?)
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Do It



Fundamentals of My Approach
• We do not do IT projects

– All projects are business projects, facilitated by the business 
technology team, in Partnership with the business units.

• Strong Governance
– Program and Project level governance must be established early and 

with required participation

• Complete Transparency in all aspects
– Schedule
– Financials
– Resources
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Project Management Principles
• Identify the key sponsor and stakeholders.
• Establish clear governance early in the initiative.
• Understand the project constraints and communicate them.
• Know how to use the 80/20 rule or better yet, when the GE 

rule applies (and when it does not!)
• Define, Declare, and Manage to Scope. 

– This can be harder than it sounds – scope does not = requirements

• Plan left to right, then right to left
• Always evaluate business impact in the context of the 

information supply chain / ecosystem. 
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Integrated Lab Systems Program Overview
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Project Financial Model

• Combined model of 
integration funding and 
business project 
funding, coming from 4 
primary budgets

• Reporting and 
accountability to each 
line and combined 
operations

PCH
Nutritionals
Pfizer Integration
BT Operating
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Key Lessons
• Managing multiple vendors on interdependent work streams 

can be challenging! (PCH Story)
• Requirements lock is not necessarily a good thing

– what does this mean?
– You will need a parking lot – plan ahead. (Pharma & PCH Stories)

• When you don’t know what you don’t know it is tough to 
envision what could be – seriously. (Tablet PC, All 
Implementations)
– Education, Interaction, Design, Education …. Implementation
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Shared Accountability
• Manage the project with multiple work streams

– Consider how you can make these real and how you can split the work 
into logical chunks

• Ensure each lead understands their role in the project and 
lifecycle – Manage Expectations and communication. 

• Shared leadership with the business and technology roles will 
help foster a sense of shared ownership – critical when things 
are tough.
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Improve It



Standardization is Hard
• Telling a lab how to work is tough. 
• Telling a lab to change their naming conventions / data 

standards is tougher.
• Telling more than one lab at a time to agree on a standard 

vocabulary is brutal and low yield.

So what to do?
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Technology Can Simplify It
• Borrow / re-use standards wherever possible for your data.
• Harmonize at a level above your systems and manage it 

through a governance body of senior team members.
• Do NOT impose standards at the systems level, but DO 

enforce A Standard and Clean Data
• Use the Technology to map the systems to the standards.
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Technology is not THE answer. The best technology 
cannot fix broken processes.



Consider All Levels
• Internal to a lab
• Internal to a company
• Collaboration with external partners (CRO, University, etc)
• Industry level collaboration
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Systems Considerations
• Flexible taxonomy – you will need to grow with time

– Think about how information is organized now, but also as the 
organization evolves. Avoid static structures.

• Handling legacy data – clean or go
– Be clear and explicit on this point. Get agreement and buy in.

• Encoding of variable data (inbound)
– Have a plan to keep the inevitable partner data coming in compliant 

with your nice standards.
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Industry Standards are Maturing but Not There.

• Data Representation standards (ex) are trying to make some 
headway. 
– ASTM E1947 - 98(2009) Standard Specification for Analytical Data 

Interchange Protocol for Chromatographic Data
– ASTM E2077 - 00(2010) Standard Specification for Analytical Data 

Interchange Protocol for Mass Spectrometric Data
– Analytical Information Markup Language

• Information / Taxonomy Standards are generally vendor 
driven at this point.

• Be a part of a community or support one, we need to drive 
these as consumers of the standards, rather than have them 
created by the most dominate vendor.
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http://www.astm.org/Standards/E1947.htm
http://www.astm.org/Standards/E2077.htm
http://animl.sourceforge.net/


Key Points to Take Away
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It’s about a partnership!1

Know your processes and understand the supply chain view.2

Know the key stakeholders and what is important to them. 
(Drivers)3

Actively manage scope, and phase your projects. (Pilots) You don’t 
know what you don’t know when you start and neither do your 
users.

4

The technology is the easy part. 5

You must understand and own your business processes to fully 
realize the potential value of your investment6



Thank you
Jim King
Jking.net@gmail.com
Jim.king@pfizer.com
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