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ALIGN LIMS WITH THE BUSINESS STRATEGY
The LIMS industry has gone
through many evolu ons over
the last 20 years from very ge‐
neric systems targeted for a
broad cross‐sec on of the indus‐
try to niche LIMS developed and
evolved to meet very specific
needs out of the box. Custom‐
ers’ decisions about LIMS have
evolved the same way. Generic
LIMS with customiza on have
been tailored to diﬀerent appli‐
ca on areas or mul ple niche
LIMS have been acquired target‐
ed to specific needs. The la er
strategy has won out in Life

Sciences over the last decade.
But many large Pharma are re‐
thinking that strategy as the
greater need for informa on
consolida on and knowledge
management takes precedence
over specialized systems. This
ar cle explores the ra onale for
LIMS consolida on and a strate‐
gy for a successful implementa‐
on.
Why Consolidate LIMS in the
First Place
You might ask the same ques‐
on of the industry as a whole

but the reality is that it is hap‐
pening. In many companies LIMS
have been prolifera ng un‐
checked. Not long ago, a senior
IT execu ve was asked to sign
oﬀ on LIMS number thirty‐plus
which subsequently started a
consolida on eﬀort. Certainly
there are benefits in simplifica‐
on. There are inherent cost
reduc ons in licenses, integra‐
on, maintenance, and training.
The other key elements from a
business perspec ve are data
standardiza on and sharing. It
is much easier to share data
(Con nued on page 2)

USE INFORMATICS SOLUTIONS TO
SHIFT THE R&D PARADIGM
Implemen ng large, enterprise‐
wide technology solu ons is
never about just the so ware,
it’s about the business first.
Senior execu ves who allocate
funds for a large enterprise sys‐
tem know they are signing oﬀ on
a host of changes to the busi‐
ness processes, other systems,
and the organiza on. Likewise
implemen ng laboratory infor‐
ma cs solu ons provides an
opportunity to change the cul‐
ture of R&D organiza ons, to
formalize processes which were
loosely dependent on individu‐
als, and to improve the overall
conduct of R&D ac vi es.
Major technology implementa‐
ons may be viewed as tac cal
point solu ons or as a strategic

change opportunity to drama ‐
cally improve the current R&D
opera on. Many companies look
at informa cs solu ons as tools
for scien sts to marginally auto‐

“Revolution doesn’t happen
when society adopts new
technology
- it happens when society
adopts new behaviors.”
Clay Shirky
mate their work. This type of
passive support for these solu‐
ons keeps expecta ons low but
also guarantees only minimal
benefits from the investment. In
his book Here Comes Everybody:

The Power of Organizing With‐
out Organiza ons, Clay Shirky
oﬀers that “Revolu on doesn’t
happen when society adopts
new technology ‐ it happens
when society adopts new behav‐
iors.” This certainly rings true in
Life Sciences organiza ons. R&D
execu ves and leaders looking
to shi paradigms within their
respec ve organiza ons can
leverage an enterprise infor‐
ma cs system implementa on
to enhance the way work is per‐
formed, to increase produc vity,
and to free scien sts up to focus
on those parts of their work that
drive compe ve advantage.
The process used in imple‐
men ng these solu ons enables
the R&D organiza on to take a
(Con nued on page 3)
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across departments when the same system
is being used. Diﬀerent systems promulgate
data diﬀerences. Same systems lend them‐
selves to standardiza on although it is not
automa c.
There are also likely benefits in transfer of
knowledge, know‐how, system usage experi‐
ence, and more. Building informa on about
a compound and adding value to that infor‐
ma on as compounds progress through the
drug discovery, development, and even
manufacturing cycle is certainly a focus
these days. It is no longer about op mizing
each silo – for which a niche LIMS works
well; it is about op mizing the en re R&D
process. Common systems, nomenclature,
and data are all cri cal to making that hap‐
pen.

Information consolidation and
knowledge management are
taking precedence over
specialized systems.
Challenges exist
Systems developed for a purpose are hard to
overlook and even harder to give up in favor
of a generic system for consolida on purpos‐
es. For example, a LIMS developed for man‐
aging toxicology studies is going to be harder
to realize in a generic oﬀering. Yet having a
diﬀerent LIMS for discovery chemistry, biolo‐
gy, toxicology, pathology, ADME, DMPK,
clinical, etc. also makes it very diﬃcult to
keep systems, departments, and the overall
process flowing in an op mal way.
So once consolida on is decided, hard choic‐
es are required. Do you find the least com‐
mon denominator for a system? Do you
select a generic system and customize it to
meet all of the individual needs? Do you
migrate data from legacy systems? Looking
across systems will enable visibility of diﬀer‐
ences in nomenclature, data, processes, and
interfaces. It is a necessary star ng point to
determine issues and gaps, but also similari‐
es that might yield the required synergy for
consolida on.
Develop a LIMS Consolida on Strategy
Begin with the end in mind. The first thing to
determine is the scope of the consolida on
eﬀort – research, development, manufactur‐

Figure 1: Exis ng LIMS Matrix by Func on
and Site
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ing – all three or a level below these. What
systems and modules are in place in all of
these areas already? What needs are these
systems sa sfying and what needs are un‐
met. What systems are integrated? Where is
data‐entry duplicated indica ng a need for
be er integra on? How commi ed is busi‐
ness management to par cipa ng in this
major ini a ve and looking to consolidate
business processes, systems, and even organ‐
iza onal func ons? Looking across func ons
and across sites may yield a matrix as shown
in Figure 1. Clearly, having the same systems
within a site, or within a func on across sites
lends itself to easier consolida on. Certainly,
the more colors/boxes on the matrix, the
bigger the consolida on challenge.
Developing a comprehensive strategy is a
cri cal success factor for this kind of pro‐
gram. Investment in me and planning
should not be underes mated; nor should it
be undervalued. Figure 2 shows a possible
LIMS consolida on strategy or an interim
solu on on the path towards a final objec‐
ve.
Of course there are implica ons beyond the
LIMS itself. Looking at the LIMS requires look‐
ing at what the LIMS supports, the organiza‐
onal need, alterna ves to sample manage‐
ment at any given site and for any given do‐
main. Figure 2 shows several sites/domains
where the LIMS was actually removed and
not replaced due to organiza onal re‐
alignment. So once this consolida on box is
opened, the business strategy needs to be
considered first, then the LIMS strategy—and
every other informa cs strategy for that
ma er.
Conclusions
A LIMS consolida on program challenges the
en re organiza on to rethink the business.

LIMS that were originally tailored to specific
scien fic areas likely op mized the way data
gets entered or collected into that system.
Consolida on has a broader focus on data
access and usage across research, develop‐
ment, and into manufacturing. It requires
some tradeoﬀs among the highly specialized
departmental systems, and solu ons which
are more consistent across the enterprise.
Like any enterprise system implementa on,
the LIMS Consolida on program needs thor‐
ough planning, project management, business
analysis, stakeholder par cipa on, and execu‐
ve support. Departments with specialized
needs and exis ng tailored systems need
subproject teams dedicated to change man‐
agement star ng with planning, decommis‐
sioning of the legacy LIMS, and deployment of
the new enterprise LIMS. Development and
manufacturing areas also need to address GxP
needs throughout the implementa on eﬀort.
LIMS consolida on projects are not to be
taken lightly. They demand top‐down leader‐
ship and bo oms‐up par cipa on to be suc‐
cessful. Changes to work flow, data flow, and
systems are unavoidable and necessary. How‐
ever this enables access, usage, and sharing of
informa on across the enterprise. If organiza‐
ons are serious about op mizing the en re
R&D process, these are certainly some of the
results to expect, or rather demand from an
investment in LIMS consolida on.
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tem is an opportune me to revisit func ons
performed by diﬀerent systems, data storage
strategies (what data retained where), and
integra on needs (movement of data). Clear
defini on of a technical architecture pro‐
motes explicit decisions about each infor‐
ma cs system, their purpose, and their func‐
ons. It removes ambiguity that o en creeps
into legacy system use over me.

Figure 3: Workgroup Interac on Diagram shows work and informa on transi ons
cri cal look at itself, its business processes,
the informa cs architecture, how decisions
and knowledge are managed, and even the
way the organiza on is structured. This
requires a vision, a strategy for a aining it,
management commitment, and a well
structured approach. It also requires align‐
ment between the business and IT leaders.
If these things are not present, an infor‐
ma cs project which starts out with high
expecta ons and involvement gives way to
short‐term demands, diminishing a en on
to the project, and ul mately an unsuccess‐
ful eﬀort.
In order to get the most from informa cs
solu ons and your investment in them,
these key items below must be present.
Secure management commitment This
starts with se ng stretch goals for the
organiza on such as doubling produc vity
or throughput, improving intellectual prop‐
erty management, or markedly increasing
compliance. Framing that in a vision ena‐
bles people to get a more visceral sense of
how things might be diﬀerent in the future.
Assigning resources in people and funding
ramps up the commitment to the project.
However, management cannot then disap‐
pear. Ongoing par cipa on even if it is only
for several hours per month to keep the
team on no ce the eﬀort is s ll vital.
Planned review or checkpoint mee ngs are
one way to engage. These sessions also
facilitate key decisions that are cri cal to
the progress of the project team.

ma on flow Business process analysis is a valua‐
ble tool that is o en overlooked and underval‐
ued. Yet this analysis provides a founda on for
understanding where you are and where you
are targe ng to be. Workgroup interac on dia‐
grams as shown in Figure 3 provide a high level
overview while summarizing key processes,
informa on flow and transi ons among groups.
Swim lane diagrams can be used for further
detail during implementa on.
Priori ze requirements & clarify assump ons
Informa cs systems, like technology in general,
involve tradeoﬀs. If people make too many
assump ons and don’t force explicit decisions,
the stakeholders are sure to be disappointed. In
defining requirements for a new informa cs
system, be clear. Priori ze requirements with
stakeholders. Force tradeoﬀ decisions consid‐
ering funding, resources, ming, and changes
required to realize the vision.
Design & implement a revised technical archi‐
tecture Since systems and processes evolve and
even overlap with me, a new informa cs sys‐

Apply project management in a structured
approach Frequently the focus of informa cs
projects is about the technology. The key to
success is the use of technology in a given
environment. The project manager must be
concerned about all aspects of the project—
management, stakeholders, process, technical
architecture, site varia ons, and more as
shown in Figure 4. Employing a structured,
deliberate approach enables the project team
to adjust to many variables moving R&D in a
new direc on.
Involve the right people; work collabora vely
At the end of the day, a new informa cs sys‐
tem is about changing the way people work.
The right people can make things happen.
Working collabora vely enables people to
solve problems that otherwise might not be
apparent un l they become obstacles to suc‐
cess. A determined, persistent team will stay
focused on the vision.
Approaching new informa cs projects as an
opportunity to encourage, or rather adopt,
new behavior, raises project stakes. And why
not, there is a lot at stake in the life sciences
industry today. Investments are more careful‐
ly considered than ever before. By taking a
structured and people‐oriented approach to
the implementa on of your informa cs solu‐
ons, not as another set of tools, but as an
opportunity to reshape R&D business process‐
es, the technical architecture, and even or‐
ganiza onal alignment, you have a head
start toward shi ing the R&D paradigm.

Figure 4: Informa cs Scope Considera ons

Streamline business processes & infor‐
(Con nued on page 4)
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ELN BEST PRACTICES & PITFALLS
Selec ng an ELN Solu on
Best Prac ce: A er defining ELN requirements, it is me to select the
solu on that will best meet your unique requirements and available
funds. First, determine which ELN vendors are best suited to your R&D
workflows and the footprint of your ELN solu on. Some vendors are
be er at Synthe c Chemistry while others excel in Biology. Some ven‐
dors have highly configurable rela onal database solu ons while others
focus more on documents. A er iden fying the vendors having solu‐
ons that fit your needs, consider narrowing the list through a Request
For Proposal (RFP).
The RFP process allows you to test how well the selected vendors meet
your requirements while learning about their individual solu ons. Also
consider contac ng exis ng customers for each vendor to learn where
the vendor excels and where they may require more a en on or over‐
sight. Use the RFP and customer references to create a short list of
vendor solu ons, then invite these vendors to demonstrate their pro‐
posed solu on to your team of stakeholders. Evaluate the vendor de‐
mos based upon their ability to meet your workflow requirements. This
set of criteria‐based selec on ac vi es provides a deep and thorough
analysis leading to consensus among your stakeholder teams and sup‐
port from execu ve level management.
Pi all: Too o en organiza ons select vendor solu ons based on
demonstra ons, trade show visits, user group mee ngs and recommen‐
da ons from people within their network. While these are all good
sources of informa on, this selec on process doesn’t stand up to exec‐
u ve level scru ny and o en lacks the execu ve funding and support
needed to launch and sustain a broad strategic ini a ve like an ELN.
Selec ng an ELN solu on in this way also leads to a lack of trust and
support among the stakeholder groups who were not involved in devel‐
oping the selec on criteria and gathering the solu on informa on. This
can be disastrous at the funding approval stage or later, when stake‐
holder teams are expected to accept a solu on that may not fully match
their expecta ons.
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INFORMATION DRIVES LIFE
SCIENCES DECISIONS
10 Principles of the New Business Intelligence
By Tom Davenport, Harvard Business Review
In this Harvard Business Review blog, Davenport argues that
“organiza ons need to increase their focus on decision‐making. In
par cular, they need to think again about the rela onship between
informa on and decision‐making.”

“Providing access to data and tools isn't enough if
you want to ensure that decisions are actually
improved.”
In the Life Sciences R&D we are overloaded with loosely managed
data that most organiza ons are now trying to bring under control.
There is no doubt that be er informa on management is cri cal.
But what do we intend to do with that informa on. Decision mak‐
ing in research requires si ing through volumes of loosely coupled
informa on while in late stage development and manufacturing
more of the decision making can be automated.
This ar cle oﬀers ten areas where business intelligence needs to
evolve. The focus is on using informa on to make be er deci‐
sions. For the en re ar cle click here.

ResultWorks News
Sample client ini a ves:
Formula on ELN Project, CTMS Defini on & Selec on
Global LIMS, Strategy Roadmap Development,
Lessons Learned on Informa cs Projects

Recent appearances:
Innova onWell: KM & Collabora on
Bob O’Hara, Managing Partner presented
”R&D Knowledge Management – Technology Ini a ve or
Business Fundamental?”
LabAutoma on —January, 2010
Bob O’Hara, Managing Partner presented
“Use your ELN Implementa on to Shi the R&D Paradigm”

Philly LIMS/Laboratory Informa cs Group
A LIMS/Laboratory Informa cs discussion group is ge ng started
in the greater Philadelphia area. The group plans to structure in‐
person mee ngs quarterly on topics of significant interest in the
King of Prussia area similar to the Boston LIMS/LI group. If you are
interested in learning more or par cipa ng please send an email
to LIMSLIPhilly@Yahoo.com, or contact Bob O’Hara directly. He
will be available in person at the LRIG Philadelphia mee ng on
March 18th to discuss more.
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