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aboratory Information Management Systems (LIMS) have become essential tools in

laboratories across industries. These systems provide a centralized digital platform that helps

organizations achieve critical goals, such as improving regulatory compliance and increasing
sample throughput and turnaround times; however, implementing LIMS for the first time is a complex
and resource-intensive undertaking. It demands significant capital expenditure (CapEx) and ongoing
operating expenses (OpEx) to ensure a smooth rollout and successful adoption.

Given the complexity and investment involved, one key aspect of a successful LIMS implementation
is the people. Engaging the proper stakeholders, subject matter experts (SMEs), and end users at the
correct stage is essential. If the right team is not assembled early on, projects can face delays,
budget overruns, and costly errors, ultimately undermining the return on investment.

Here’s a look at the importance of selecting the right LIMS implementation team and some common
pitfalls that can arise when this step is mishandled.

WHO SHOULD BE INVOLVED?

Senior-Level Sponsors

One of the first critical roles in any LIMS project is that of a
senior-level executive sponsor. This individual is responsible
for providing the strategic oversight and financial resources
required to keep the project on track. Without an engaged
sponsor, the project may suffer from underfunding or
insufficient staffing, which can compromise the entire
implementation and render one’s effort moot.

An executive sponsor, often from the IT or operations team,
ensures that the project aligns with broader digital
transformation and operational goals. Their involvement
helps address critical concerns like budget approvals and
resourcing early on, allowing the project team to focus on
developing and deploying a LIMS that meets the
organization’s needs.

Subject Matter Experts (SMEs)

SMEs—such as laboratory managers, quality control experts, and regulatory professionals—are
indispensable, and it is important to engage with them early in the planning phase to define user
requirements, workflows, and master data design for the LIMS.

SMEs possess firsthand knowledge of laboratory processes, compliance requirements, and
operational intricacies, making their early involvement crucial. Without their input, workflows can be
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poorly aligned with the organization's needs, leading to costly inefficiencies and potential
compliance risks.

This upfront investment in expertise helps create a system that drives both operational efficiency and
regulatory compliance. Often, projects that fail to engage these SMEs at the start come to find that
the solutions developed independently of the SMEs are unable to scale. Workflows designed from a
singular perspective missing the bench perspective of the SMEs who execute these procedures are
limited.

Project Manager with LIMS Experience

One of the most often overlooked, yet critical, roles in a LIMS implementation is that of a project
manager with direct LIMS experience. LIMS projects are unique in that they blend both technical and
laboratory requirements, which makes having a project manager who understands the specific
nuances of LIMS crucial to the project’s success.

A project manager with LIMS experience brings the technical knowledge required to oversee system
integration, manage vendor relationships, and navigate the unique challenges of LIMS
implementations. They can foresee potential pitfalls, ensure timelines are realistic, and manage
resources effectively. Without a project manager experienced in LIMS, organizations risk facing
delays, vendor miscommunication, and inefficient workflows—factors that can severely compromise
both the timeline and budget.

This specialized project manager not only ensures that technical details are properly handled but
also bridges the gap between the technical team and the laboratory, ensuring that the system
delivers the desired operational efficiencies.

End Users and Process Owners

Lastly, engaging end users and process owners from the beginning is key to ensuring the system
meets practical, day-to-day operational needs. These are the individuals who will interact with the
system reqularly, and their feedback helps identify potential challenges in the workflows and system
usability. Early engagement with these stakeholders minimizes resistance during adoption and
ensures the system is designed with their needs in mind.
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Avoid Pitfalls by Setting the Right Foundation

One of the most common missteps in LIMS projects is insufficient scoping. A successful
implementation starts with clearly defined goals: What are the primary challenges the system is
meant to solve? What efficiency is the organization seeking to improve? Without clear answers to
these questions, the project is at risk of delays, scope creep, or choosing the wrong vendor.

To avoid these issues, companies need a strong leadership team during the scoping phase. This
team includes the project sponsor, project owner, and the LIMS-experienced project manager. The
project sponsor should have decision-making authority and budgetary control, while the project
owner—typically from the laboratory or operations team—ensures the system is built to meet
operational needs. The project manager, with their LIMS expertise, ensures that all stakeholders are
aligned and that the project remains on track.

Building Your LIMS Implementation Team

A successful LIMS implementation hinges on assembling the right team and engaging them at the
right stages of the project. From securing a senior-level sponsor who can provide resources and
oversight to involving SMEs who define critical workflows to appointing a project manager with LIMS
expertise who can navigate technical complexities—each role is essential. Additionally, involving end
users and process owners early helps to ensure the system is built for practical use and adoption.

Organizations that take the time to engage the right people at the right time set themselves up for
success, reducing the risk of budget overruns, implementation delays, and poor user adoption. This
thoughtful, well-planned approach ensures that the investment in a LIMS delivers maximum value,
driving operational efficiency and regulatory compliance for years to come.

For additional guidance on who should be involved in your LIMS implementation, contact our experts
today.

ABOUT CLARKSTON CONSULTING

Businesses across the life sciences industry partner with Clarkston Consulting to enhance strategic
decision-making, improve operational efficiencies, implement new technologies, and promote business growth

and market diversification. Leveraging deep functional and industry expertise, our people discover, design, and

deliver solutions that fit your business, your goals, and your future. At Clarkston, your purpose is our purpose.

For more information about how we can help your company, please contact us.
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