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Why this Paper? 
 

In the pharmaceutical sector, it has become the overall business 
model that companies utilize mainly contractor programmers or 
CROs to develop, maintain and support tools used for clinical data 
collection and cleaning, statistical analysis and reporting, regulatory 
submission and analysis result data web posting. 
Programmers could be located globally and within different culture 
and time zones.  
Managing a global programming team thus poses various 
challenges, especially with projects running in parallel with stringent 
delivery time lines. 
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Purpose of the Paper 
 

This paper discusses the top 10 best practices which have been 
used in managing a global team with 1 permanent and 13 
contractor SAS standard programmers in GSK Vaccine (ex-
Novartis Vaccine).   
 
These best practices have resulted in timely deliveries of the 
following projects over the last 2.5 years : 
§   CDISC SDTM legacy data conversion for 150 trials  
§   ADaM implementation  
§  ClinicalTrials.gov (CTgov) and European Trials Database 

(EudraCT) web posting automation 
§  Unusual Pattern Analysis (UPA) automation 

Presentation title 3 



Best Practices:  

1.  Build Trust Among the Manager and the Programmers 



Build Trust Among the Manager and the 
Programmers 
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Ø 70% of programmers work remotely, time clock systems wouldn’t 
work, trust is the key! 

Ø Evaluate performance based on number of deliverables, the 
quality and time spent on delivering these results. 

Ø The manager is trustable, be available to give support at any time. 
 



1.  Build Trust Among the Manager and the Programmers 
2.  Setup Clear Directions and Goals to be Reached 

Best Practices:  



Setup Clear Directions and Goals to be Reached 
 
Ø At the start of the project a team is formed in which clear goals 

and objectives are understood, supported and aligned. 
Ø Avoid vague or too high level instructions. 
Ø Team members work more efficiently when the synergy is 

created. 
Ø Delegation is by no mean totally transferring the work to the 

team and freeing yourself for other tasks.  
Ø Delegation should only start after the team goals and objectives, 

roles and responsibilities are discussed and agreed upon. 
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1.  Build Trust Among the Manager and the Programmers 
2.  Setup Clear Directions and Goals to be Reached  
3.  Be Keen in Utilizing Programmers’ Strengths and Assign Them 

With the Most Suitable Tasks  

Best Practices:  



Ø Focus on utilizing individual strengths, especially for time critical 
projects. 

Ø Get to know and care about each programmer’s career interests, 
short and long term personal goals.  

Ø Team members are more motivated and perform better when the 
work is related to their interests and career growth. 

Ø The above three points apply to both contractors and permanent 
programmers. 
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Be Keen in Utilizing Programmers’ Strengths and 
Assign Them With the Most Suitable Tasks 
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With the Most Suitable Tasks  
4.  Brainstorm and Inspire Innovation 

Best Practices:  



Brainstorm and Inspire Innovation 
 

Ø We design new tools to improve efficiency and quality. Many new 
ideas come from the programmers. 

Ø The manager inspires and embraces brainstorming and 
innovation, but should also know the business well, be able to 
speak the same language as the programmers and gain mutual 
respects. 

Ø The manager should be a good listener, open minded, good at 
collecting useful ideas, summarizing and leading the team to 
reach the agreement.  
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5.  Emphasize Individual Ownership and Accountability for the 

Assigned Tasks 

Best Practices:  



Emphasize Individual Ownership and 
Accountability for the Assigned Tasks 
 
Ø One of key factors for project success are the commitments and 

sense of urgency that every programmer has for the assigned 
tasks. 

Ø Train programmers on defined processes and procedures so 
they can independently perform the tasks. 

Ø The programmers should be intimately familiar with their tasks 
and the steps to follow.  

Ø The programmers take the ownership and accountability of the 
tasks assigned. 

Presentation title 13 



1.  Build Trust Among the Manager and the Programmers 
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Solving Conflicts in an Open and Sincere Way 

Presentation title 15 

Ø Being aware of cultural and individual character differences, 
using open and sincere ways to handle conflicts. 

Ø Focus on matter, e.g. the root cause of the conflict, but not on 
person, particularly avoid finger pointing to a person or 
generalizing issues. 

Ø Advocate 1 to 1 or small pre-meetings because then team 
members tend to be more open and willing to speak out their 
real thoughts, concerns and wishes. 

Ø Use meetings efficiently - use small pre-meetings to prepare 
proposals and think through all the details, use group meetings 
to present proposals and reach the agreement.  
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Standardize Procedures and Processes to Improve 
Efficiency, Consistency and Reduce Redundancy 
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One process example:  
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Tracking Task Status With a Validation Tracker 
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A simple Validation Tracker is an very effective way to track program  
Validation status, work assignments and timelines. 
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Presentation title 21 

Use Tools To Improve Communication and Work 
Efficiency 

Use Microsoft Onenote as an effective collaboration tool.  
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Use Tools To Improve Communication and Work 
Efficiency 

Use Microsoft Onenote as an effective collaboration tool.  
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Celebrate the Achievements and Praise the 
Performers 
 
 Ø Celebrate achievements and acknowledge good performance.  
Ø Be generous in showing manager’s gratitude to the team. 
Ø use 1 to 1 meetings to express manager’s personal appreciation 

to the team member for his/her great contribution. 
Ø For underperformers, face to face, hart to hart conversation 

about the root cause of poor performance is the key for a 
constructive conversation and asking for performance 
improvement. 

Ø Be soft on the person and hard on the matter – to reduce the 
tension during the conversation. 
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Conclusion 
 

Managing a global of SAS programming team proves to be 
challenging, however, with the right mindset, methodology and 
hard work, we can turn the team into a pool of intelligence, a team 
with high energy and high capability to deliver any product needed 
in a speedy and quality manner. 
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