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revolution could well be the invention of ogy to service specific research needs of sci- 
the Gutenberg press in the 15th Century. In entists in Chemisuy, Biology and Genomics. 
addition to adapting to advances in infor- In the near future we hope to see the fruits 
mation technology and external market of these alliances. Many more opportunities 
intluences, globalization is changing the arising from current developments were 
ways we interact with each other within ES. discussed during the Strategy Meeting in 
Your office may be in New York or Lausanne April, of which you can find an account in 
while your colleagues may be in Rio de this issue. 
Janeiro or Oxford, as the reorganization To a greater or lesser extent you will 
along functional lines - Publishing, have had to adjust to a new working.envi- 
Operations and Marketing Sales & Services - ronment, and in some cases, it is still being 
crosses borders, continents and oceans. fine-tuned. Undoubtedly your own personal 

an P. Spruljt, chairman of Elsevler Science. The globalization effort is a response to experience of the changes are very diirent 
the strongly changing market conditions in from the logic behind them. It therefore, 
science publishing. As electronic delivery of can be no surprise that the reorganization 
information leads to more and more inte- is at the forefront of most people's mind 
grated information provision, so also the But we are well on our way to meet new 
services of Elsevier will have to adapt to challenges in publishing, by looking out- 
provide such services optimally The global- wardly, toward our customers, as well as 
ization of Publishing allows more coherent inwardly, toward ourselves. I hope this spe- 
management of portfolios. The new cial issue of ES World will help you gain a 
Marketing Services & Sales organization better understanding of how we have posi- 
allows more effective service for 'large' cus- tioned ourselves to respond to the continu- 
tomers: responding to the need of a more ously changing environment. 
customized approach in selling comprehen- 
sive elecmnic services to 'big' libraries. The 
business opportunities emanating from 
developments in science communication 
are largely driven by information technolo- 
gy. This has led to the reorganization of 
Operations which is based around uniform Herman I! Spruijt 
loading of content in the Electronic 
Ruehouse, with gradually improving func- 
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Reorganization: 

Question: Why do we need all the 

we've been profitable for many years,, 

counts for some good business sensL, 1 
Answer: Right! 

Question: Then why reorganize? I 
Answer: Because the future will be totally 

Elsevier Science will be faced with new 

brought about by the market and adva 

information technology that are rapidly I 
the face of publishing. We have a challen 4 

us: to organize the company in a way th 1 
meet these changes head on! I 
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be restructured to respond to this array of exist. 
d in many ways over the USL new opportunities. Any organizational This giobav~nct~orm orgmauon for. 

pansion of portfolios structure should support the strategic diic. mat is not necessarily fully reflected in the 
tion and bring the company closer to its legal or the financial structure of the orga- 

and products, differ- strategic goals. The classic model of ES, a nization. The reasons for existence of these 
new locations: Excerpta conglomerate of companies with individual structures do not necessarily synchronize 

success formulas, needed to be enhanced - with the people-oriented organizational 
Springhouse in the US, Editions fast. 'Global', 'effectiveness', 'use of best needs and remain mostly unchanged. The 

I 
Scientifiques et Medicales Elsevier (ESME) practices', 'focus', 'resource management', result is that different company structural 
in Paris. New product and market opportu- 'traveling light', 'responsibility' and 'devel- layers need to be tailored to different 
nities are being examined, while vertical opment' became key words for the design. requirements. 
markets are explored and the business Therefore, the managers of the three 
"value chain" is expanded with new acquisi- The One.Company Model major global functionalities each have a two 
tions like MDL Information Systems. dimensional role: the functionality 
Technology has improved and leads to The starting point to becoming one global (Publishing, Operations or Marketing 
newly developed media like ScienceDirect, company was to manage it as one company. Services & Sales) and a large location 
offering broad-scale market opportunities Instead of the geographic component lead- (Netherlands, UK or US). This way there is 
and a gateway for new applications. ing the organization, the organization was a strong interdependent relationship 

Elsevier Science is widening its hori- rotated 90 degrees. This way the functional- between the various ES Group executive 
zons, pairing service provision with con- ities, Publishing, Marketing Services & functions. What started with ambiguity is 
tent, which allows for an expanded breadth Sales, Operations, Strategic Planning & now developing into a balanced company 
of products and services never provided Development, Finance and Human management format. The other more self- 
before. The customer's profile is changing, Resources & Organization became the lead- contained companies including Excerpta 
so marketing and sales need to be closer to ing components. The change in terms of Medica, MDL Information Systems, 
the customer than ever before. Investments organizational format was implemented 1 Springhouse and F-D-C, will maintain focus 

l in developments for the future have to be January 1997. The positive side of the new on particular opportunities and will contin- 
combined with increased shareholder value. globaVfunctiona1 design is the opportunity ue to report to the ES Group executive 
Last but not least, the world outside is to manage a focused company activity, functions based on business and geography. 
changing at a faster pace than ever before: allowing for global rationalization in each This is an extremely busy time for the 
with competition, technology and customer particular functionality The challenging company and its employees. There are 
erpctations driving the race that Elsevier part now is m have the six functional many challenges ahead - but there is also 
Science must run. columns interrelate, in this concept of one much to look forward to. I 

Could the existing organization deal global company, to the point where effec- Robert J.C. Neeleman, BSBV 
with that? No. The organization needed to tive flows of activities or business processes 



Blt~dinu r- l Vision 
with Local --I---maa-arn 

I "1 

Science has, in fact, long 
global company. In practice, 

owever, ES has only recently 
ction globally, following the 
organization implemented 

ring the past year. Early evidence of ES's E York can be office traced was back opened, to 1962 fol- 
lowed in 1963 by an office in ~oidon,  
which later became Applied Science 
Publishers Ltd. Both offices were estab- 
lished primarily as book distribution cen- 
ters but quickly blossomed into full-fledged 
publishing operations in their own right. 
Global expansion continued with the open- 
ing of editorial offices in Lausanne in 1967, 
followed by Cambridge in 1975 and 
Shannon in 1976. In the past 20 years, 
these have been joined by other editorial 
offices as well as the introduction of sales 

and marketing offices in strategic locations 
around the world. 

In 1997 the global reorganization of 
the company has brought about tremen- 
dous change in how ES does its business 
both internally and externally, balancing 
global coordination with local management. 
On a global basis, the newly organized 
functional groups such as Publishing, 
Operations, and Marketing Services & Sales 
are coordinated by a global group director, 
but on a day-today basis all employees ' 

report to local managers or to a local man- 
aging director. 

Within the context of the new global 
structure, however, perhaps Human 
Resources and Organization (HR&O) is the 
most local of all global units. On a group 
level, HR&O (centered in Amsterdam) coor- 
dinates overall HR&O functionality, moni- 
tors ES group HR policies and procedures 
across ES operating companies and devel- 
ops programs to help employees work best 
in the new global structure. (Hiske 
Gerbrandy is currently coordinating those 
activities, standing in for Robert Neeleman, 
group director for HR&O, who is on a spe- 
cial project in California.) But HR&O is also 
local and must understand local business 
cultures and laws while implementing ES 
global aims within those local frameworks. 

For instance, HR&O issues like hiring 
and dismissal, promotion, salary increases, 
bonuses, benefits, etc., must be addressed 
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ES Hb"Tl 
Robert Neeleman 

Elly Sanders Linda Stone Carla Bryois Buchholtz Dan Kinsman 
Dep. Dir. HR&O Dir. HR&O Dir. HR&O Mgr. HR&O Mgr. HR&O VP HR 

ESNL ESL a.i. ESI ESSA ESME MDL ESlL 

within the rules and regulations of the loca- tional line is sought as well; located in New York, Oxford, Shannon and 
tion where a staff member is employed, - throughout the year, performance Lausanne. A combination of globaVlocal HR 
under the responsibility of the local HR&O results are monitored and objectives coordination is also important where hiring 
director or manager. Yet there is a need to may be updated; &dismissal, discipline, benefits, etc., are 
harmonize policies within the global unit - at the end of each PMDS cycle, perfor- concerned, as local labor law needs the 
beyond the considerations of any one gee mance results and demonstration of expertise of a local HR person. 

competencies are rated; also, career But the complexities and subtleties are 
People are key, especially in the busi- possibiities are discussed; sometimes more than dual-fold. For exam- 

ness of Elsevier Science. Changing an orga- - additionally, as a succession (BUing of ple, in the United States, the HR director 
nization means people must also adjust to key vacancies) planning tool, at least (Linda Stone, New York) is responsible for 
new changes in their environment and once a year, the potential of the ESI and also supports Russ White on overall 
develop new competencies to help them in employee is forecast (by the manager HR issues for global Marketing Services & 
their careers. To help ES employees handle and the functional coordinator). Sales. In addition, the New York HR group 
the new situations, structures and responsi- is also responsible for US o@ces outside 
bilities and to assist in individuals' career PMDS will be introduced at all sites by the New York, including F-D-C Reparts, 
development, ES has launched a change end of the year. Standard forms have been Springhouse and Excerpta Medica Medical 
program which will take place from 1997 developed to implement the program con- Communications in Belle Mead, NJ. 

sistently throughout ES. In keeping with the mandate to 
HR&O kicked off a worldwide leader- On a global basis, HR&O is also become a truly global organization, the pre- 

ship program on 1 July, designed to deter- involved in further employee development sent dual hierarchical structure (dual in the 
mine whether we at ES share a vision, the programs such as Fast Track Career Paths, sense that global coordination for 
values that accompany this vision and a uni- Manpower Planning and Campus Publishing, Operations, and Marketing 
fied view on leadership values. The project, Recruitment. Additionally, HR&O has pilot- Services & Sales is administered by a group 
the Zenger Miller Leadership hgram, ed some efforts toward ensuring competi- director who also serves as managing direc- 
stars by intern-g general management tive pay, through job evaluation and remu- tor of an ES site) is a logical step toward 
team members and local managing d i -  neration analysis. achieving ES's goal and acquiring an inter- 
tors at ES locations around the world. By While local HR directors and managers national perspective to match. In the 
mid-1998, all ES employees will be involved report hierarchically to their local managing process, we are all being asked to be flexi- 
in this initiative. director, they also support their local man- ble and responsive in adapting to rapidly 

Another example of group HR&O poli- aging director's global coordinating respon- changing business needs in an ever-chang- 
cy implementation is the development of a sibiity Consider the annual salary review in ing market. 
worldwide ES Performance Management this context. AU salary review of persons Note that the global HR&O coordina- 
and Development System (PMDS). The sys- working within the Publishing group tion does not as yet include ESME in Paris, 
tem works as follows: (whether based in Amsterdam, Lausanne, ES Japan or MDL. EMMC is coordinated 
- once a year the manager and the Oxford or New York) are monitored by the globally through Nigel Johnson. B 

employee discuss and record the group director, Publishing (Frans Visscher, Hiske Gerbrandy, ESBV 
employee's performance objectives and Amsterdam). The HR director in Amsterdam 
the competenciedmanagement prac- (Elly Sanders) coordinates this process for 
tices needed; input through the func- Publishing with input from the HR directors 

E S W I M ~ ~ ~ ~ \ ~ L  asu8 



In line with these trends in Publishing 
unit activities, development is now well 
underway on the 5rst comprehensive ser- 

km activities within the glob- vices which will utilize these concepts - 
itit moat often utilize the m- Cardiomrce and Neuronline - both of 
Bc pubMing skills which which will appear shortly on the 

ScienceDfrect platform created ovet the 
r quality of content and the past eighteen months by ES and L- 

dr dtsdopwnt of new ES Nexis. 
of the plucess of portfolio 

h- a new Publishing Research & 
w o p d  witbh the unit Tech"o1ogy 

rdme sLUls and additional ones 
htc direcdy to service provision - The new Publishing Research & Rchnology 
he development of vertical pack- (PR&T) department coordinated by Arie de _ 4&d intbmmion types designed Ruiter (Amsterdam) provides direct, profes- 

@, to as g a t  an extent as possible, sional support and coordination of the cre- 
r -pcess needs of the scientific ative product development process 

Yr. throughout the various segments of the 
btse new or reemphasized skills publishing organization. It is also responsi- 
are &dmately involved in developing ble for generating original, conceptual 
aapt of d c e  provision include: input and initiatives in this area and con- 

new or improved liaisons with tributing actively to the strategic and busi- 
ness planning process of the organization. 

t from commercial The PUT department has staff based 
in Amsterdam, Oxford and New York and 

isi- contact between the global publishers and 
dskUls, supportive information types PUT is maintained by account managers at 
wfnvare tools necessary for etkaive the various sites. 
comprehensive service provision; the PUT also acts as an intermediary 

of key inbrmation where that between the Publishing and Operations 
w n  cannot be more firmly acquired portfolios with regard to the development 
rnhotever m n ;  and the development and implementation of approved projects. 
r appropdation of Information Rchnology Depending on the nature and complexity of 
;Ills in step with the developing and &r- the project, this contact takes place primari- 
g apectltions of the individual market ly with Production, IT Development or 

#cgments served by the unit. Engineering. 

- 

Both Primary Publishing groups are divided into broad scientific subject divisions c001 
dinated by global publishers located at various sites worldwide. Publishing Group 1 i s m  
guided by Geert Noorman (Amsterdam). Group 2 is guided by Peter Shepherd 
' nne). 

.oup 1 is sometimes referred to as "Basic and Fundamental Life Sciencesn in the 
broadest sense, as many titles withii the group are Life Science-related. This group CO 

sists of publishers in the following areas: 

Martin Tanke Fundamental Life Science Amsterda 
Nello Spiteri Neuroscience Amsterda 
Roger Dunn Pharmacology, Pharmaceutics and Toxicology New York 
Gerald Dorey Biological Sciences Oxford 
Bas van der Hoek Earth Sciences Amsterda 
Paul Weislogel Clinical Medicine 

l ~ h r i s  Lloyd Environmental Sciences 
Barbara Barrett Social Sciences and Economics 

New York m 
Oxford 
Oxford 

Richard Horton The Lancet London 

2 is sometimes referred to as the "Hard Sciences", with many titles in ino~ganic 
This group consists of publishers in the following areas: 

trick Jackson Chemistry and Chemical Engineering 
Computer Science and Mathematics 

Materials Science 

Fnns Vlw~her, 
global coordlnrtor 
for Puibllshlng and 

Opentlom. 

Peter Shepherd, 
Group I1 publisher 
for Hard Sciences 

and managing 
director for ESSA, 

Lausanne. 

Geert Nootman, 
Group I publirher tor 

Baslc & 
Fundamantal Llfa 

Sclencss. 



Content Provision and 
Service Provision 

Content provision activities within the glob- 
al Publishing unit most often utilize the tra- 
ditional scientific publishing skills which 
relate to the organic growth of existing 
titles, raising the quality of content and the 
acquisition or development of new ES 
products as part of the process of portfolio 
management. Increasinsly, however, a new 
balance is being developed within the unit 
between those skills and additional ones 
which relate directly to service provision - 
that is, the development of vertical pack- 
ages of varied information types designed 
to meet, to as great an extent as possible, 
the work-process needs of the scientific 
end-user. 

These new or re-emphasized skills 
which are intimately involved in developing 
the concept of service provision include: 
developing new or improved liaisons with 
academic and professional societies; the 
acquisition of product h m  commercial 
publishers and other companies in key 
areas where ES content is weak; the acquisi- 
tion of skills, supportive information types 
and software tools necessary for effective 
and comprehensive senice provision; the 
licensing of key information where that 
information cannot be more firmly acquired 
for whatever reason; and the development 
or appropriation of Information Technology 
skills in step with the developing and differ- 
ing expectations of the individual market 
segments served by the unit. 

In line with these trends in Publishing 
unit activities, development is now well 
underway on the first comprehensive ser- 
vices which will utilize these concepts - 
Cardfosource and Neuronline - both of 
which will appear shortly on the 
ScienceDimt platform created over the 
past eighteen months by ES and Lexis- 
Nexis. 

Publishing Research & 
Technology 
The new Publishing Research & Ethnology 
(PR&T) department coordinated by Arie de 
Ruiter (Amsterdam) provides direct, profes- 
sional support and coordination of the cre- Frans Vissche6 
ative product development process global coordinator 
throughout the various segments of the for Publishing and 
publishing organization. It is also mponsi- Operations. 
ble for generating o r i pd ,  conceptual 
input and initiatives in this area and con- 
tributing actively to the strategic and busi- 
ness planning process of the organization. 

The PUT depamnent has staff based 
in Amsterdam, Oxford and New York and 
contact between the global publishers and 
PUT is maintained by account managers at 
the various sites. 

PR&T also acts as an intermediary 
between the Publishing and Operations 
portfolios with regard to the development 
and implementation of approved projects. 
Depending on the nature and complexity of 
the project, this contact takes place primari- 
ly with Production, IT Development or 
Engineering. 

_ I  Publishing 
th Primary Publishiig groups are divided into broad scientific subject divisions coor- Peter Shepherd, 

ted by global publishers located at various sites worldwide. Publishing Group 1 is Gmup I1 pubIlsh8r 
ided by Geert Noorman (Amsterdam). Group 2 is guided by h e r  Shepherd tor Hard Sciences 

(Lausanne) . 

I 
and managing 

Group 1 is sometimes referred to as "Basic and Fundamental Life Sciences" in the dlrector tor ESSA, 
broadest sense, as many titles within the group are Life Science-related. This group con Lausanne. 
sists of publishers in the following areas: 

tvlaiin Tanke Fundamental Life Science Amsterdam 
Nello Spiteri Neuroscience Amsterdam 
Roger Dunn Pharmacology, Pharmaceutics and Toxicology New York 
Gerald Dorey Biological Sciences Oxford 
Bas van der Hoek Earth Sciences Amsterdam 
Paul Weislogei Clinical Medlcine New York 
Chris Lloyd Environmental Sciences Oxford 
Barbara Barrett Social Sciences and Economics . Oxford 
Richard Horton The Lancet London 

Gmup 2 is sometimes referred m a the "Had Sciences", with many titles in inorganic I 
fields. This group consists of publishers in the following areas: 

Patriik Jackson Chemistry and Chemical Engineering 
Eefke Smit Computer Science and Mathematics 
Arie Jonaeian Physics 

Sciences. 



As can be readily imagined, depending 
on the type and size of a PUT project, the 
global vemrs local operational conse- 
quences can range from negligible to very 
substantial and the range of activities can 
extend from the simple to the complex in 
the following way: 
sfmple: these are projects of varying 

size, complexity aoQ importance, 
but with negligible global depen- 
dencies; for example, develop 
ment of CD-ROM or network 
products based on an existing 
model application but with di- 
ferent content; 

stafidard: these are generic projects typi- 
cally serving multiple or all glob 
al publishing units; for example, 
development of a new model 
application like that of a generic 
electronic journal or shared 
modules for service providers; 

complex: these are global projects which 
are multi-functional in nature 
and akct or involve amongst 
others all global publishing 
units; for example, service 
providers, ScienceDirect, Wb 
presence, M i m f t  alliance. 

Owing to the complexity and fundamental 
strategic importance of its work, PR&T liais- 
es closely with all functional segments of 
the Elsevier Science organization. It repre- 
sents the Publishing portfolio within Reed 
Elsevier as well as externally for the area of 
publishing technology h d  research. 

Business Development 
The Business Development department 
established in January 1997 and headed by 
Irene Beers (Amsterdam) monitors trends 
in a number of industry segments and 
seeks, on the basis of that knowledge, to 
develop project plans and product develop 
ment proposals particularly geared towards 
meeting what are - most often - the interdis- 
ciplinary information requirements of those 
industry segments. Very often this involves 

5 W o n  a m  the subject spedec product 
: market groups (PMGs) which make up the 
,. gbbal Publishing unit and also with other 

Reed-Elsevier units such as Reed Business 
Information. 

The department examines industry 
requirements from two perspectives: firstly, 
from that of the whole industry and the 
work flow processes of which it is com- 
posed. Initial targets for this form of investi- 
gation are the pharmaceutical industry, the 
chemical industry (including the biochemi- 
cal, agrochemical and petrochemical seg- 
ments), the oil and gas industry and the 
aerospace industry, Secondly, the depart- 
ment examines industrial sectors from the 
viewpoint of the critical technologies which 
support it. 

There are far-reaching consequences 
for these activities, for example, are discus- 
sions revolving around such critical tech- 
nologies as biotechnology, catalysis and 
environmental technology which, in addi- 
tion to having core implementations (e.g., 
within a "biotechnology" company) also 
have a substantial presence in the processes 
of other major industrial segments (e.g., 
"biotechnology" or molecular biology tech- 
niques employed in the pharmaceutical 
industry). 

Strategic Planning and 
Development for Publishing 
The global Publishing unit has its own 
Strategic Planning and Development depart- 
ment, headed by Nigel Fletcher-Jones 
(Amsterdam). It represents the principal 
conduit between the global Publishing unit 
and the strategic planning functions operat- 
ing at ES group and Reed-Elsevier levels. 

As such, the department is involved in 
the coordination of long term planning for 
the unit as well as being responsible for 
designing and developing decision support 
systems which are vital to the efficient func- 
tioning of the global Publishing unit as a 
whole. These systems attempt to reconcile a 
number of sources of information entering 
the company - such as data concerning 
emerging trends and developments in sci- 
ence; market intelligence concerning ES's 
traditional and emerging (often online) 
competitors; market research activities 
among ES's customers and end-users; and 
the requirements defined by the unit's glob 
al publishers in relation to acquiring or 
licensing additional information sources or 
types in order to strengthen Elsevier's 
expanding business chain. 

The department centrally supports, 
stimulates and monitors acquisition and 
licensing activities emanating h m  the unit 
(including post-acquisition actions). It also 
serves an educational function for the unit 
with respect to traditional and non-tradi- 
tional scientific publishing skills and makes 
available, through the use of the ES 
Intranet, immediately applicable data relat- 
ing to economic and market trends. 

Going Where ES Has Seldom 
Gone Before 
The extent to which the s h i  in business 
activities towards service provision has 
altered the outlook of the Publishing unit 
from its long-standing focus on traditional 
products such as journals, and to a lesser 
extent books, is illustrated by the recent 
acquisition of MDL Information Systems 
Inc. [see story in B Ubrld, August, vol. 12, 
no. 31. This company is the leading com- 
mercial supplier of integrated scientific 
information management systems, databas- 
es and services used worldwide in pharma- 
ceutical, chemical, agrochemical and 
biotechnology research and development. 
Through utilizing its position and the skills 
and experience of its staff, the global 
Publishing unit expects to expand its pres- 
ence in these and other industrial sectors. 

The emerging areas of mutual business 
interest shared by MDL and the global 
Publishing unit illustrate a further re- 
emphasis in the unit's activities towards 
opening up new markets for ES content. 
While Excerpta Medica Medical 
Communications and the Secondary 
Publishing Division have made considerable 
inroads in supplying me ted  and spon- 
sored information to the pharmaceutical 
industry, the principal focus of much of the 
rest of the unit has traditionally been upon 
the academic markets. Rograms are now in 
place, however, to review and build chan- 
nels which will supply ES information sec- 
vices to a much wider range of industrial 
customers, ranging from the wellestab- 
lished oil and gas, aerospace and chemical 
and agrochemical industries to rapidly 
emerging industrial sectors such as biotech- 
nology and environmental technology. W 
Nlgel FletchacJones, ESNL 



m 

The 

'ppling through the h nit will have a tremen- 

7 4 effect on Elsevier Science's 
rm s to the changing publishing 
n  nit has been restructured to 
e ng of skills and experience 
acro-d to streamline processes for 
increased efficiency. Under the old structure, 
new projects were done at one site or within 
one department where the knowledge 
remained. Systems and procedures varied by 
location, yet were designed to do essentially 

i 
the same thing. Customers, both internally 
and externally, had fragmented enuy points 
to receive service from the ES organization. 
The new organization avoids this type of 
"reinventing the wheel" and inconsistency, by 
assuring that knowledge gained in one area 

1 .is reapplied in others. External customers 
I and ES's internal users will benefit through 
1 better service and coherent systems regard- 

less of location. 
The restructurei Operations unit 

includes Engineering (which manages and 
implements cross-departmental projects), the 
ES global Production organization (which 
oversees production processes prior to stor- 
age in the Electronic Warehouse and pro- 
duces all ES print products), Central 
Fulfilment (which handles order processing, 
fulfilment, product maintenance, and report- 
ing via VISTA) and Information Technology 
(which provides hardware and software sup- 
port, the Help Desk service and supplies cus- 
tomized IT solutions for new projects). 

Engineering 
Engineering, led by Wim van Halteren 
(Amsterdam), is a newly created department 
formed to help manage and implement large 
and complex projects and business processes 
which are global in scope. It can be viewed 
in the simplest terms as a company-wide pro- 
ject management team, charged with facilitat- 
ing change or improvements to ES processes. 

Within Engineering, each project is bro- 
ken down into its essential components to 
analyze the scope, resources required and 
impact of a project before it is implemented. 
Engineering probes all aspects behind a pro- 
ject or business process. What is the benefit 
for ES? What is the benefit for the customer? 
Is it global or local in scope? What resources 
are required: personnel, equipment, exper- 
tise, IT, training? Is it technically feasible? 
Upon whom does it impact? How can it be 
done? How long will it take? What will it 
cost? Once these aspects are examined in 
detail, the staff within Engineering can begin 
to structure the project and get it underway, 
enlisting help from other departments. 

In order to ensure that all aspects of a 
project are considered, Engineering project 
managers are responsible for overseeing gen- 
eral aspects of an assignment. There are five 
further specialist areas addressed by project 
engineers which occasionally overlap 
depending on the number and nature of the 
projects: 

business analysis: examine ES business 
needs, both current and future (often 
market driven) and develop imple- 

mentable solutions with a special focus 
on work flow and logistics; 
technical analysis: analyle processes and 
create a structure for that process, look- 
ing at global issues such as systems, pee  
ple, organizations and quality; 
structure analysis: a high level of knowl- 
edge of specific IT tools, such as SGML, 
DTDs, translations, etc., and look at how 
to utilize those tools most effectively on 
a global level; 
testing: test the deliverables @me-  
dures, training courses, documentation, 
etc.) of a project and assist those who 
will actually use the results of a project 
in acceptance testing (i.e., do the deliv- 
erable~ meet the business objectives that 
the project must achieve?); 
implementation: actually help users to 
implement a project once it has run 
through the analysis, development and 
testing phases, with a focus on non-IT 
aspects of a project. 

One example of this approach lies in the 
globalization of ContentsDirect. The first 
question that was considered before the pro- 
ject was turned over to Engineering was, "is 
this project cross-functional or global in 
scope?" The answer, yes (in this case, to both 
criteria), meant that Engineering could pro- 
ceed with the project. It was assigned to a 
technical analyst who examined the current 
processes in detail and diagramed the 
desired outcome, giving a framework to the 
project. The next phase involves securing the 

Frans Vlsscher 
plays dual roles 
as global 
coordinator tor 
Operations as 
well as 
PubIlshIn#. 



Engineering's Wim van Haiteren. Rein van Charldorp, leading the global Production department into new territory. 

resources, both human and material in 
nature, to begin developing the project's 
many components. Engineering will then 
test the outcome and ultimately, implement 
a uniform ContentsDirect service to ES cus- 
tomers. 

Engineering is currently working on 
the following projects: Neuronline, 
Production Quality Control, Electronic 
Warehouse release 2.1, ContentsDirect and 
the EES sales process; cooperating with 
Publishing, Marketing, Production, IT, 
Finance and others. 

Production 
Market developments in publishing and the 
growing sophistication of Information 
Technology have had a profound impact on 
publishing. In order to remain on the cut- 
ting edge of publishing and deliver quality 
service to ES customers, Production has 
been re-engineering its processes from a 
traditional paper-based orientation to an 
electronic orientation. 

The concept of "input once, output 
many," is at the center of Production's 
processes according to Rein van Charldorp 
(Amsterdam), who coordinates global 
Production. A quick rundown of the 
process is relatively simple in concept. 
Authors' manuscripts arrive and are logged 
in at ES; then, utilizing Computer Aided 
Production (CAP) tools, they are converted 
into "intermediate product files" (in SGML, 
PDF and Postscript formats) which can be 
used to produce printed issues and are also 
stored in the Electronic Warehouse. These 
intermediate product files are generic in 
structure and can be utilized for multiple 
products, from traditional print materials to 
electronic subscriptions, CD-ROMs, and 
Web pages; and allow for development of 
new products to meet future market 
demands. 

In order to facilitate the implementa- 
tion of the new technologies, the produc- 
tion organization has been restructured 
globally and now benefits from centrally 
coordinated expertise and from consolida- 
tion of common activities at the local pro- 
duction units. In the new organization a 

number of local Basic Production Units 
(BPUs) have been created whose prime 
tasks are to produce primary journal issues 
and deliver primary material to the 
Electronic Warehouse. They concentrate on 
several key elements in-house which are 
based on core activities. Non-core business 
is outsourced to external suppliers, with 
whom Production serves as a liaison and 
quality control checkpoint. Central 
Departments have also been established to 
coordinate various production activities 
globally. 

BPUs are responsible for the produc- 
tion of Primary Publishing Unit material. 
They consist of four main departments: 

Log In: where authors' articles are 
received, administered and logged into 
the global Production Tracking System 
(PTS) and checked for completeness 
and usability; also includes the Author 
Support staff who maintain liaison with 
authors and inform them of the status 
of their articles as appropriate. 
Production: serves as a liaison between 
internal departments and non-core 
business suppliers such as pre-editing 
and typesetting services, assuring that 
quality and work flow requirements are 
met. 
Issue Management: is responsible for 
liaison with product managers and edi- 
tors; plans and compiles journal issues 
and is responsible for the quality con- 
trol on content and presentation of the 
product. 
Reporting, Application and 
Maintenance (RAM): provides suppliers 
with information on changes in 
processes or tools, maintains skills in 
house for non-core activities for "bou- 
tique titles" (one-off or special pro- 
jects), for titles requiring extraordinary 
attention and for new developments. 
They support Production by providing 
reports, statistics and other relevant 
data. 

A BPU has additional functions for budget- 
ing, purchasing and distribution. In addi- 
tion to the BPUs, there are smaller produc- 
tion sites which focus on specific markets 

and products. 
On a global basis, central departments coor- 
dinate the following activities: 

Electronic Warehouse: which stores 
intermediate files for utilization 
through retrieval, product creation and 
delivery; 
Central Application Management: coor- 
dinates activities of local application 
managers in the BPUs, originates and 
maintains production applications 
(such as CAP and PTS). 
Production Development: designs new 
production routes and processes for 
new product types and implements 
new product typeslservices to ensure 
an effective link between product 
development and production capability 
Book Department: coordinates produc- 
tion of all ES books worldwide. This 
differs from main production activities 
because they are one-off products and 
require a specific project management 
approach. 

Production will also coordinate other activi- 
ties such as global purchasing of services 
and supplies used in the production 
process. Supplier management, or the eval- 
uation, selection, organization and control 
of production suppliers, is also viewed as 
crucial to the success of the new produc- 
tion strategy. 

Furthermore, production account man- 
agers have been appointed to liaise 
between Production and Publishing. They 
will monitor production for their product 
market group titles in line with Publishing's 
requirements and Production's strategies. 

Central Fulfilment 
Central Fulfilment (CF) is headed by Tim 
Devenport (Oxford) and provides global 
service and supporting systems to its clients 
around the ES group. CF handles order ful- 
filment, order processing, product mainte- 
nance activities and distribution logistics for 
ES products. CF also maintains extensive 
records on products and customers in its 
VISTA system, together with the rules and 
procedures to link them correctly. This 
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l 
Central Fulfilment's Tim Devenport. 

m enables the department to process large 
numbers of orders, generate invoices and 
journal renewal notices, to maintain coma 

I prehensive stock records, print despatch 
documentation and labels, and respond to 
customer claims. Through VISTA, other 
departments can access information to help 
them in their processes. For example, mar- 
keting and sales staff can see which prod- 
ucts are selling to which customers and 

I 
Publishing staff can monitor the number of 
subscriptions for a journal. 

For better service to customers and 
internal users, CF is equipped with special- 
ists in particular areas. Brian Smith heads 
the CF groups responsible for order pro- 
cessing and invoicing; product mainte- 
nance; liaison and support for the RSO's, 
major agents and societies; and warehous 
ing, stock control and dispatch. Antoinette 
Knight is the Fulfilment Systems Application 
manager and serves as the coordinator and 
spokesperson for group wide business user 
needs. She also manages change requests, 
user testing and quality assurance, provi- 
sion of VISTA system reports and address 
quality control. Liz McDonnell, Business 

I Process manager, is the driving force for 
business process improvement, emerging 
fulfilment services for new types of prod- 
ucts and other special projects. 

4 Because the fulfilment process - from 
the customer placing an order through to 

j product receipt - crosses a number of 
departmental and geographic areas, CF 

j works closely with several other ES func- 
tions like the Regional Sales Offices, for 
whom CF provides back office support in 
their dealings with the market; Corporate 
Cash and Collections, who handle incoming 
payments from customers who pay in 
advance, and Corporate Accounts 
Receivable and credit controllers who 
advance credit and collect debts. 

Much of the data captured in Central 
Fulfilment is also used and re-used to sup- 
port other ES group functions. Most 
notably, the orders and payments processed 
for each product feed directly into report- 
ing on the circulation and financial results 
of business units, PMGs and operating com- 
panies. The counterpart on the customer 

Service is at the 

side is the data interface to Sales 
Information System, which permits a com- 
prehensive and detailed picture of the hold, 
ings of each of our key customer groups. 

Information Technology 
Information Technology (IT) has also been 
restructured to support the global focus of 
Elsevier Science. IT's role is to provide ES 
with information systems and technology to 
fulfill current and future needs. One of the 
main drivers for the change is to develop 
and maintain consistency in data and sys- 
tems across ES, and to provide one-stop 
Help Desk support for any ES employee 
anywhere in the world. Restructuring in 
this way is also important to facilitate global 
IT developments such as the recent Reed- 
Elsevier partnership with Microsoft, and to 
provide effective liaison with the Reed- 
Elsevier Technology Group and other RE 
companies. 

One aspect of IT was an early adopter 
of the global design: in early 1996, the hith- 
erto separate Data Centers in Oxford, 
Amsterdam and New York were combined 
under a single management. Under the 
1997 reorganization this has been followed 
by a complete reorganization of all other 1'1 
aspects and moves to strengthen the IT 
infrastructure and processes. Headed by IT 
Director Sam Ledeboer (Amsterdam), 
Information Technology is subdivided into 
Operations, Development, and 
Strategy/Planning/Architecture. 

IT Operations (earlier called "Data 
Centers") is headed by Sam Ledeboer ad 
interim (Nick Sharp having recently moved 
to the role of Year 2000 project director for 
ES). IT Operations covers aspects such as 
computer centers, desktop systems, net- 
works and telecommunications, and the 
maintenance of existing systems. A key task 
for 1998 is the migration of the existing ES 
IT environment to a Microsoft platform (for 
end users, for example, Microsoft Office 97 
running on Windows 95). 

IT Development, run by Norman 
Paskin (Oxford) deals with the creation of 
new systems, both for business processes 
(e.g., Sales Information System) and for 

center of IT's new strategy, led by Sam Ledeboer. 

product creation (e.g., generic mechanisms 
for electronic journals). Reflecting the focus 
of ES, Development is divided into units 
dealing with product development, market- 
ing, and business systems. Development 
can be either in-house or commissioned. 

IT Strategy/Planning/Architecture (SPA) 
is headed by Pieter van Wiechen 
(Amsterdam) and deals with the overall 
planning of IT provision, the scope and 

I coherence of information systems, and 
reviews the quality of the data and deliver- 
ables (software or tools) within IT SPA has 
an internal focus and few users will have 
contact with it but for the integration of our 
IT systems, and for setting priorities, it is 
essential. 

A strong focus of IT is to increase the 
effective use of technology and the quality 
of the services provided to users; this 
means additional efforts to measure and 
prioritize the IT needs and services of the 
company IT is also working with the chang- 
ing business organization to provide effec- 
tive account management for each area of 
the business in its dialogue with IT 

Closing Comments 
"The reorganization of the Operations 
unit," states Visscher, "represents the best 
use of our resources to ensure the quality 
of products and services." The unit has 
been consolidated on a horizontal model 
without a strict hierarchy The value of this 
approach says Visscher is that, 'M1 depart- 
ments are equally important in keeping 
Elsevier Science functioning smoothly and 
efficiently, developing new products and 
services." The result is a flexible, adaptive 
approach; one that is poised to apply 
knowledge and skills to complex projects 
that emerge in the new publishing environ- 
ment. W 
With contributions from Norman Paskin, 
ESL; Sam Ledeboer, ESNL; John Lardee, 
ESNL; Wim van Halteren, ESNL; Tiny 
Garcla, Tim Devenport, ESL; Rein van 
Charldorp, ESNL; Frances Benthem, 
ESNL and Kim Beckwith, ESBV 





products are presented to the 
how we interact with the many 

we serve. As part of the global 
tion, the new marketing and 

es structure is designed to increase the - 
sales of our existing print titles and pave 
the way for our expanding list of new elec- 
tronic products. In the process, we seek to 
communicate a distinct corporate image to 
our markets around the world - a global 
corporation that is consolidated, accessible 
and customer-oriented. 

Under the leadership of Russell White, 
president of Elsevier Science Inc. and group 
director for Mukgting Services and Sales, 
the unit is dmded into four distinct depart- 
ments: Regional Sales Offices, Global 
Marketing, Direct Marketing and Corporate 
Marketing. Whie each has distinct responsi- 
bilities and activities, they conjoin to create 
a united front in dealing with our markets. 
According to White, "We have a formidable 
challenge ahead of us, as we adjust our 
style to adapt to changing market demands. 
There are major shifts underway in how sci- 
entific information is being delivered and 
used, and Elsevier Science is well posi- 
tioned to ride the crest of that wave of 
change. But we must be creative, even dar- 

Della Sar, Russell White, Darrell Gunter and Sandy Fox, members of the global Marketing 
Services & Sales team. 

ing when it comes to trying new approach- 
es to our customers." 

Regional Sales Offices 
First out of the starting gate during the 

reorganization was the Regional Sales Office 
(RSO) structure, launched in Spring 1996. 
As our markets move from the paradigm of 
the print world, where comprehensive 
book and journal collections were routinely 
built and maintained by the world's major 
research libraries, we are entering a more 
competitive environment where more play- 
ers are vying for their share of a relatively 
static market and where the prospect of 
selling, delivering and supporting electronic 
products requires a great deal more atten- 
tion and personal support than the print 
enviromnent. The electronic world 
demands a more customized product, tai- 
lored to the needs of diierent customers. 

In order to meet this challenge, a net- 
work of five RSOS has been eslablished in 
key geographic areas to address the needs 
of their respective regions. Offices are now 

in operation in: Amsterdam, responsible for 
Europe, Africa and the Middle East Uan 
Wdlem Dijkstra, director); New York, 
responsible for North America (Darrell 
Gunter, director); 'Ibkyo, responsible for 
Japan (Ryoji Fukada, director); Singapore, 
responsible for the remainder of Asia, 
Australia and the Pacific region (Chris 
Kluiters, director) and Rio de Janeiro 
responsible for Latin America (Claudio 
Rothmuller, director). 

There are several components to the 
roles performed by the RSOs. Most obvious 
is direct sales, but this activity is augmented 
by customer service and exhibitions depart- 
ments as well as operations which provide 
technical support and financial services. 

Sales activities are divided into two 
functions: (1) account management, where 
close relationships are built with approxi- 
mately 500 key accounts worldwide and (2) 
in-house sales, where sales managers work- 
ing from inside the office maintain contact 
with mid-level and smaller libraries as well 
as booksellers and subscription agents han- 
dling our titles. 



A key to success in any business is 
friendly, &dent customer service, and the 
RSO structure provides for customer sup 
port operations in close proximity to our 
customer bases. Traditional customer ser- 
vice roles are being expanded to provide 
Help Desk functions, somethii that is 
becoming increasingly important as we 
move into elecaonic products. Customer 
support operations are provided in three of 
the five RSOs; customer support for the 
Singapore office is handled in Amsterdam 

products and to have access to cutting-edge 
developments that are often announced in 
conjunction with scientific conferences. 
W e t  Science attends over 1000 staffed 
exhibitions annually throughout the world, 
ensuring our visibility as an important play- 
er in the many scientific disciplines in 
which we have active publishing prognms. 
In a world moving from print to electronic, 

: our entire strategy at exhibits is changing - 
evolving from exhibit booths replete with 
books, journal sample copies and promo- 
tional brochures to interactive electronic 
displays with computer terminals enticing 
passemby to sample enhanced services, 
including the many bells and whiies that 
the electronic medium can o&r. 

Global Marketing 
While the changes in our sales struc- 

ture have poised us for a new approach in 
our direct contact with customers, a hod- 
zontaUy structured, global marketing otga. 
nization has been implemented to serve as 
a link between the publishers and our mar- 
kets. Whereas in the past a vertically struc- 
tured marketing operation was entered 
around each publishing unit (usually orga- 
nized according to subject disciplines and 

. publishing location), the new horizontal 
rmrketing structure is organized around 
functions. 

Global Marketing is coordinated 
through Janet Bailey (New brk) and Lynne 
Hemdon (Amsterdam). This group is 
responsible for developing, with the pub- 
lishers, the rmrketing plans for each of our 
products and product lines, and is orga- 
nized to serve the discipline-based global 
publishing units. The department provides 
direction and support to the publishers and 
sets criteria for sales targets and monitoring 
of outcomes to the sales channels (e.g., 
RSOs and Direct Marketing). 

Working with the publishers, GlW ' 
Marketing develops strategic marketing 
plans, per publishing unit, that assess the 
position of ES's products in the market- 
place and identify opportunities for sales, 
prlcing and distribution, promotional objec- 
tives and product development. An impor- 
tant objective is to assess the opportunities 
to use pricing as a promotion tool for indi- 
vidual subscribers and/or package 
purchasers. By coordinating marketing 
planning across a global publishing unit, 
the department can rationalize the use of 
resources and ensure consistency of 
messages within a market. 

With regard to specific sales and pm 
motion channels, the Global Marketing 
department monitors the outcome and 
cost&li!ctiveness of activities and 
determines measurable goals for a.ws 
ment. For example, during 1997 a specific 
plan is underway with regard to ES exhibi- 
tion attendance to: (1) develop individual 
promotion plans per exhibit with specific 
measurable goals; (2) design prcimotional 
materials lot booths to convey these goals 
and (3) train staff to initiate appropriate 
customer interactions to achieve these 
@. 

Through the marketing plans, thc 
department addresses the optimization of 
pull marketing to ensure that ES pducts  
maintain the highest quality paper flow and ' 
to increase that market share. This effort 
seeks to build usage of our products within 
and through libraries via mvdmidng exist- 
ing services (e.g., ContentsDirect) and 
developing new channels, thereby reducing 
attrition and ensuring fictive launch of 
new products and services into our m 
kets. 

Also underway are plans to develop a 

worldwide market research capability to 
support publishing activities and familiarize 
stalT with principles of effective market 
research. Plans call for development of tem- 
plates to enable consistent analysis of 
results and to build a database of coherent 
information about ES customers and mar- 
kets amss publishing areas and market 
segments. 

Direct Marketing 
Once Global Marketing has completed 

its research and planning, execution of 
these plans is carried out by our second 
marketing department, D i c t  Marketing. 
This unit, guided by Sandy Fox (New York), 
is responsible for the planning and imple- 
mentation of all direct marketing etkrts for 
the company worldwide, as well as the 
development and maintenance of a global 
list management and database system. 

Included is management of all sub 
scriber, pull and input marketing ehrts, 
such as direct mail, telemarketing, advert& 
ing and trade show activities. The focus of 
the department is to build a world class 
direct marketing organtation consisting of 
specialists with experdse in five critical 
direct marketing activities: 

Mahxhg l&m@ment: which involves 
planning and implementing all diict 
marketing programs for assigned titles, 
beginning at project initiation through 
analysis of results. This also includes 
budget management for all projects, 
coordinating ES presence at exhibitions 
and maintaining overall quality control 
of promotional and marketing output. 

List management: is responsible for 
development and maintenance of a 
global list management and interactive 
database system. This includes analysis 
of hardware and software, developing 
procedures for efktive utilization of 
the system, managing the flow of 
requests and any system enhance- 
ments. 

continued on page 20 
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Creative supervision: oversees all phas- 
es of the creative development process 
for direct marketing. This includes 
graphic design, copywriting, prepara- 
tion of final artwork and schedule 
maintenance. Also involved is coordi- 
nating with freelancers and creating 
direct marketing pieces in-house. 

Print and mailing management: ensures 
timely completion of print and mailing 
services for the direct mail, advectisiig 
and miscellaneous promotions world- 
wide. This encompasses management, 
scheduling and trafficking as well as , 

quality controls such as proofreading 
and color control. 

Telemarketing management: entails in- 
house campaigns for renewals, cross- 
selling and new individual sales activi- 
ties. This team also serves as an in- 
house consultant to the other market- 
ing groups in developing and manag- 
ing all telemarketing campaigns which 
use outside services. 

Just as the Elsevier Science publishing 
program is global, so too is the staff within 
the Direct Marketing department. Rrking 
out of four locations, activities are clustered 
around disciplines although there is some 
overlap. Life sciences, eanh sciences, 
physics, mathematics & computer science, 
and social sciences are mainly centered in 
Amsterdam. The Oxford-based staE is 
responsible for chemistry, materials science, 
engineering, environment and social sci- 
ences. In New York the subject specialty 
areas are clinical medicine, circulation and 
life sciences, while chemistry and materials 
science are also handled by the Lausanne 
itaK 

Corporate Marketing 
Both the Global Marketing and Direct 
Marketing departments are responsible for 
coordinating marketing activities specific to 
individual titles or subject disciplines, but 
the size and breadth of the Elsevier Science 
program requires a well-considered and 
organized strategy @r presenting a consis- 
tent face to the market. This role is handled 
by the Corporate Marketing department 
which is overseen by Della Sar (Oxford) and 
has staff located in Amsterdam and New 
York as well as Oxford. This unit is respon- 
sible for all groupwide marketing using 
corporate tools in either print or electronic 
format. 

On the most obvious level, the corpo- 
rate-wide initiatives include general cata- 
logs, such as the annual book catalog and 
journal subscription price list, the biionth- 
ly NW and hrtbcoming Publications, the 
b i i u a l  journals descriptive catalog plus 

more than a dozen subject catalogs and cat- 
dogs for specialty interests such as dictio- 
naries, reference works and the increasingly 
important and indemand electronic prod- 
ucts catalog. But Elsevier Science's move- 
ment toward electronic solutions is evident 
not only in the way we deliver our content 
to our markets but, increasingly, in the way 
we deliver marketing information as well. 
Integral to the plans for Corporate 
Marketing is a continued expansion to 
using electronic means to communicate 
with and manage information about our 
markets. 

Most large organizations now invest 
considerable time and resources into main- 
taining an effective Web site, and redesign 
and maintenance of the Elsevier Science 
home page falls within the responsibiiities 
of the Corporate Marketing department. As 
we work in an environment where cus 
tomers increasingly access information 
online, creating an effective, user-friendly 
and current home page for Elsevier Science 
is de rigeur if we are to maintain our lead- 
ership position in scientific publishing. 

Corporate Marketing is also expanding 
another electronic link to our markets - 
ContentsDirect. This E-mail alerting senice 
delivers journal contents listings directly to 
end-users' desktops, usually two to four 
weeks prior to publication of the journal. In 
the scientitic world where speed and cur- 
rency are highly valued, initial tests offering 
approximately 200 journals via 
ContentsDirect have been enthusiastically 
received by the research community 
Current plans call for implementation of 
the ContentsDirect service for all primary 
journals by the end of 1997. 

In addition to maintaining external 
channels of communication with the mar- 
ket, Corporate Marketing is responsible for 
internal operations and systems such as 
PROMIS, PUMA, Vista Mail, Sample Copies 
and SIS (the Sales Information System). 
This includes not only maintenance and 
development of these systems but training 
and support as well. 

Links are also maintained with 
Fulfilment & Distribution and the RSOs to 
ensure that they receive up-to-date informa- 
tion about all new products. Building upon 
the synergy necessary between marketing 
and sales activities, Corporate Marketing 
develops and ensures implementation, via 
the RSOs, of policies for customer service, 
renewals and exhibitions, in line with cor- 
porate strategies. 

A number of specialized functions also 
fall under the Corporate Marketing umbrel- 
la. Corporate Conference Management p m  
vides planning and administrative service 
for all publishing units that need to orga. 
nize a conference; currently around 12 con- 
ferences are handled each year. A second 
unit, Corporate Communications, maintains 

a pmactive program, directed primarily 
towards the library community, via a public 
speaking schedule; a quarterly newsletter, 
Elsevier Science Information; corporate 
image advertisements; special events and 
targeted image pieces like advertorials and 
general information brochures. Efforts thus 
far have been focused p r i m e  on the 
North American market but plans call for 
expansion of these activities to a more 
international audience. 

Closing Remarks 
"In order for Elsevier Science to meet the 
challenges of the new marketplace, we 
must establish a synergy between all of the 
marketing and sales groups to work in part- 
nership with the publishers toward a com- 
mon goal," indicates White. He emphasizes 
the need to develop marketing plans that 
will make a difference - i.e., that will 
increase our readership and our revenue. 
In the process, there is the need to rigor- 
ously evaluate our products and markets in 
order to focus our energies on those titles - 
whether print or electronic - that are well 
positioned and where our efforts can have 
an impact on improved manuscript flow, 
higher readership levels and improved sub- 
scription levels. The tools are available but 
it is a matter of testing and experimenting 
to determine which channels work best in 
which situations - sales, exhibits, telemar- 
keting, etc. 

White is convinced of the importance 
of maintaining close, direct contact with 
our audiences. For example, "In our library 
visits, we've never asked our sales managers 
to meet with the faculty and researchers 
who write for and read our publications. 
This can be a valuable learning experience; 
we can learn from them and they can learn 
from us, particularly in a world experienc- 
ing rapid change." Elsevier Science has a 
great deal to offer in the changing environ- 
ment - the many individual titles available 
in electronic format plus our two large- 
scale initiatives, Elsevier Electronic 
Subscriptions and ScienceDict. Says 
White, "In the process, however, we cannot 
abrd  to lose sight of the content. That's 
the foundation upon which we must build. 
Regardless of what format we use to deliver 
the information, it's the content that kally 
matters." 

The Marketing Services and Sales 
group, as it is now structured, has the 
means to accomplish that end. Elsevier 
Science's ability to analyze, understand, 
communicate with and respond to the mar- 
ket will build upon our history of produc- 
ing quality products and enjoying a strong 
sales outlook. W 
John Tagler, ESI 



Amanda Spiteri, manaflar, Strateflic 
Plannlnfl and Development. 

o-er Science translate 
h ~ g  ideas into working reality or 
turn the company in a new direc- 

Planning & Development 
SP&I)) is the answcr. SP&D is there to act 

twc-way channel for the ideas and 
of the people working diictly "in the 

t line" anti the General Management 
Team. In the context of helping to navigate 
"the good ship Elsevier" through the stormy 
seas of change, we are also there to look at 

Peter Nientker, group director, 
Strategic Planning and Development. ~ 

the bigger picture, to monitor trends, evalu- 
ate the possible impact for Elsevier Science 
and recommend reactions. 

If we were operating in a stable envi- 
ronment, some might argue that there 
would be no need for a strategy departp" "- 

ment. What is there to plan for when all 
you need to do is keep making the same 
product in the same package and sell it to 
the same people? Rll ,  that scenario 
couldn't be more diierent for the publish- 
ing industry. Everyone in the Elsevier 
Science organization knows that the pub 
lishing industry, stable for years, is experi- 
encing something of a revolution due to L 
impact of information technology. 
Communication is big business and infor- 
mation a hot product. Communication in 
the electronic environment means we have 
to redefine the value we as publishers add 
if we are to avoid losing our role in 
"enhancing communication between scien- 
tists". 

Electronic media provide the opportu- 
nity to sell content in new ways to 
markets. Electronic delivery means 
entirely new combinations and pre 
tions of infdnnation with new functionall- 
ties are now possible. This, in combination 
with new economic models for electronic 
production and distribution, leads to a 
whole minefield of possibilities. The word 
minefield is used advisedly since there 
could be si@cant risks involved in taking 
the wrong decisions. This is especially true 
with regard to establishing new pricing 
strategies which strike at the heart of our 
commercial enterprise. 
: It is the same b r  everyone in the mar- 
ket and no player knows the "right answer", 
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i.e., the magic new formula for commercial 
publishing on the Internet which answers 
the needs of authors, librarians and end 
users and yet fultills commercial goals. The 
old secure and powehl position of the 
publisher as content provider is challenged 
by the new role of service provider, made 
possible by electronic delivery of content. 
This leads to a lot of movement in the mar- 
ket with competitors maneuvering for posi- 
tion and making new alliances, agents try- 
ing to make multi-publisher deals, and new 
entrants trying to cut everybody out by 
encouraging direct scientist-to-scientist 
communication. 

Elsevier Science is the largest publish- 
er of scientific information and therefore 
decisions we make stand to have a large 
impact on the market. In addition, ES is a 
ammercial organization whereas many of 
its principal competitors in various subject 
disciplines are not-for-profit organizations 
that do not have the pressures of the corpo- 
rate environment. Since we generate a sub- 
stanti;? proportion of Reed Elsevier rev- 
enues, the shareholders look to us as an 
engine for future profits. 

But how do we as an organization live 
up to these expectations? What can we tell 
our shareholders h u t  where the growth is 
going to come from in the future? How do 
we manage the changes we need to make 
and how do we plan for the future? Our 
management team depends on good advice 
and communication to help them to make 
the right decisions. However, we don't 
work in isolation. Our eyes and ears are our 
interfaces with the ES o-tion. 

The recent strategic decision of ES to 
move into service provision was the culmi- 
nation of recommen&tions gathered from 
the grassroots of the business: the business 
plans of the various product marketing 
groups (PMGs), analyses provided by mar- 

keting and the recommendations of line 
managers (publishers, business managers, 
etc.). Now that the service provider strategy 
is approved, the challenge is to keep the 
momentum going. 

Implementation of the service provider 
strategy will not be an easy task as it 
impacts upon the way we organize our 
business processes at a fundamental level. 
mrking "behind the scenes" is the SP&D 
department, driving the process along in 
the various line organizations. What you 
will see in the coming months are new pro- 
jects and plans which address this chal- 
lenge. SP&D will coordinate, prioritize and, 
where necessary, allocate resources to these 
activities. 

At the same time, we must continue to 
perform well in our traditional business. 
Fueling our content business becomes 
increasingly difficult as we strive to gain an 
ever increasing market share from our com- 
petitors. Acquisitions become increasingly 
important as organic growth becomes d i i -  
cult to sustain at a high level. Coordination 
of acquisitions, identification of new busi- 
ness opportunities and assessment of the 
strategic fit at the company level is a key 
function of the SP&D group. Again, we 
don't do this by ourselves. The recent 
acquisition of MDL is a good illustration of 
how a new business opportunity identified 
at the PMG level translates into a real mult. 

Many activities of the SP&D group 
transcend the boundaries of the PMGs and 
even those of the global line organizations. 
These are projects and activities which are 
in the interest of everyone and where it 
would not be very e&ctive if every individ- 
ual department took its own approach. An 
obvious example of this is in acquiring com- 
panies. Other examples include pricing 
studies, scientific indicators, running the 
long term planninglbusiness planning 

process, and ES coordination with MDL, 
Lexis-Nexis, Reed-Elsevier and Microsoft to 
name a few It is the role of SP&D to help 
generate and run these apparently disparate 
activities in the context of an overall strate- 
gic direction. 

Our function is reflected in the organi- 
zation of the department. Company acquisi- 
tions are divided geographically - the local 
staff members being the most practical 
choice to coordiite the acquisition of a 
company registered in their region. Wk are 
all involved with common activities such as 
those mentioned above and we all have 
individual project responsibilities. We are 
also organized to re5ect the communication 
channels with the global line organization. 
This results in the following general assign- 
ments of responsibility: 

Peter Nientker -group director Strategic 
Planning and member of the GMT, 
located in Amsterdam 

Nigel Fletcher Jones - Global Publishing 
representatiodacquisitions main- 
land Europe, located in 
Amsterdam 

Ed Reiner - Global Marketing representa- 
tiodacquisitions USA, located in 
New York 

Rupert King - Global Operations representa- 
tiodprojects budgeWacquisitions 
UK, located in Oxford 

Pieter van Wiechen - Global IT representa- 
tion, located in Amsterdam 

Hans Roosendaal - group deputy director 
SP&D/group acquisitions, located 
in Amsterdam 

Amanda Spited - Acquisitions suppodpro- 
jects coordinatiodSP&D communi- 
cations, located in Amsterda~ 

Amanda Spited, ESBV 
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Finance Director Roles 
Within the global organization, Wim 
Honsbeek, located in Amsterdam, has been 
charged with F i c e  support for 
Publishing; Frank Verhagen, based in 
Oxford, is responsible for Operations; and 
Ed Rowan, in New York, is responsible for 
Marketing Services & Sales. AU three 
Finance directors also remain responsible 
for the Finance infrastructure at their sites, 

including transaction processing, controls, 
and statutory and bcal reporting. 

This structure is best illustrated by an 
example. On a global level, Frank Verhagen, 
in his role as Finance director for * 

Operations, routinely provides Fms ' 

Visscher with information on Data Center 
investments. On the local level, it is essen- 
tial for him to be familiar with UK tax 
reporting mechanisms, statutory accounting 
and provide an overview of local office 
financial performance. 

The Business Controller 
Business controllers are closely tied to the 
functional areas: Marketing Services & 
Sales, Publishing and Operations. There are 
dedicated business controllers for the two 
biggest RSOs (New York and Amsterdam), 
for one or more product marketing groups 
(PMGs) and for IT, Engineering and 
Production functions. The controllers work 
closely with the business managers or pub- 
lishers for their areas. 

For example, controller Louis Portero 
is responsible for Pharmaceutical Science & 
Toxicology and Clinical Medicine. He works 



The Fiance director for Operations, Frank Verhagen, supports global activities through business controllers based 
in Oxford and Amsterdam. Business convollers and their Operations responsibilities are: 

Sam Ledeboer OxfordIAmsterdarn 

vides; the controller builds up expertise in Rein van Charldorp 
the area he or she supports and the busi- 

Presently, the systems infrastructure for 
words, controllers for the RSOs report to Team as well as development Finance is still location based. This con- 
Ed Rowan for Marketing Sales & Services, 
controllers for the PMGs report to Wm 

Finance and Publishing , '  , 
Wm Honsbeek heads the team of business controllers responsible for finance support to the global Publishing 
organization. These business controllers work closely with one or more publishers (PMG level) and their produc 
managers. While the controller and the publisher may be in the same location, they often have responsibilities ft 
journals spread over many locations. The controllers are therefore expected to liaise regularly with Finance staff 
from the other offices. The controllers and their PMGs and publishers are: 

Controller PMG Publisher 

Rnrnadette Nelissen 

Kevin Boothi i  ~ ~ [ ~ ~ ~ / 1 1 ~ ~ ~  ! f i t / ,  ,, 

Materials Science 

Elsevier Trends Division 
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running engine may apped to engineers, so added value are possibly computerized. At La~~anne  and Shannon 
do auditors like the feel of a perfect admin- the same time we will add power, which 
istration. 

Finance re-engineering will concentrate 
on upgrading our "engines". We need to 
make them more compatible and we are 
likely to benefit h m  modem information 
technology. This technology is likely to be 
more fuel efficient and less polluting, 
implying that repetitive tasks with little 

translates to better and more timely infor- Lausanne and Shannon will maintain their 
mation. special status. Their respective Finance 

The business controllers will draw organizations will primarily support the 
heady on the services of the Anancial con- local activities. However, as the Lausanne 
troller departments. In turn, they will be in MD Peter Shepherd coordinates the global 
a good position to spot anomalies in their publishing activities for Chemistry, his 
business area. Finance director Bernadette Nelissen will 

also serve as the glob'al business conkller 
for the Chemistry PMG, in which capacity 
she reports to Wim Honsbeek. It is antici:, 
pated that the Finance department at 
Shannon, headed by Pauline C-, will 
liaise closely with the Production division 
and its business controller, given the 
Production focus at Shannon. 

Other Companies 
For the other companies under the ES 
umbrella, such as EMMC, Springhouse and 
FDC, not much will change. Their F i c e  
organizations will continue to report to the 
MDs. Any coordiiation is done through 
Central Finance in Amsterdam or via New 
York for the US companies. The position of 
MDL will evolve gradually. 
Pieter Jobsis, ESBV 
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Content Provision 
First in the lineup, Geert N o o m  intto- 
duced the session on Content Provision 
with a brief overview of portfolio manage- 
ment. "We want to expand our business. We 
have to be very keen on acquiring content 
and have to strive for the highest quality 
content," he declared. He then went on to 
discuss ways to increase content volume 
without s d c i n g  quality, before ceding 
the floor to Patrick Jackson, Nigel Fletcher 
Jones and Paul Weislogel. 

I Jackson discussed increasing content, 
through input marketing. As the author is 
often both the source and the user of con- 

i tent, seeing the author at the center is 
i essential to increase citations of ES journals 
1 and to prevent author migration to com- 
I petitors' journals. 
r Fletcher-Jones explored acquiring qual- 
/ ity content through portfolio management. 

ES must select acquisitions to fill gaps in 
existing portfolios and explore emerging 
vends in information usage to target new 
content. He encouraged product managers 
to consult the Strategic Planning and 
Development acquisitions database for 
more information on titles they are interest- 
ed in acquiring. 

Weislogel closed the session on content 
provision with a presentation on contract 
publishing (the licensing of publishing 

ScienceDirect to be released." 
Berlinda Kerkhof and Michiel Kolman 

then discussed two new ES R b  products, 
Cardiosource and New Astronomy Both 
products deliver information directly to 
end-user desktops and make use of ES con- 
tent and complementary information, such 
as product and therapy information for car- 
diologists and new media (such as anima- 
tion~) for astronomers. 

Service Provision - 
Customer Focus 
After a break for lunch, Peter Shepherd 
introduced Roland Dietz of Elsevier 
Electronic Subscriptions (EES) and Steven 
Gabbard of MS-Nexis. Both spoke about 
diict electronic delivery of full text jour- 
nals to customers. Dietz stressed the market 
penetration possible with EES. Thirty-eight 
EES contracts have been closed to date, 
some with large institutional libraries, and a 
growing number of consortia are signing 
up. "Through consortia, other smaller cus- 
tomer groups can be reached and income 
increased," Dietz claimed. 

Market growth for ES exists in 
the "race for the end user," Gabbard report- 
ed. But breadth and depth of content and 
power of search engines are no longer 
enough to win the competition for end 
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unctlonal Areas: Generally refers to the three main global units - Publishing, Operations 

nd Marketing Services & Sales. 

ISTA - commonly refers to the Oxford-based Central Fulfilment computer system lrssu 

)r order entry, customer information and some sales reporting, etc. 

UMA (Publicity & Mailing) - a worldwide address mailing system used for direct mar- 

~ t i ng  activities. 

ROMlS is a database containing details of all ES products (such as title and price). The 

lternet catalogue (INCA) is made automatically from PROMIS. 




