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Non-clinical and Clinical Assay Sciences (NCAS)

Key responsibilities

Development, validation, analysis and outsourcing of all
Novo Nordisk A/S regulated bioanalysis, biomarker and
iImmunogenicity assays

Technical/scientific responsibility for interpretation of
bioanalytical assay data from non-clinical and clinical
studies for regulatory submissions

Responsible for regulatory compliance in non-clinical
and clinical studies
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Automation/Quality/Support

5 depts - app 95 people
40% Lab technicians

40% Assay Scientists
20% Other (Process scientists,

Automation scientists, Project
Managers and Students) /




Changing environment

e Increasingly complex pipeline - new therapy areas, drug
modalities, technology platforms

e Focus on automation and digitalization in NCAS as well as
company-wide

o fNeed for speed — many parallell efforts to deliver projects
aster
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e New expertise needed in future - former roles less in
demand: need to develop current organization to fit the
future needs

e We still need skilled and driven scientists - but there are
more opportunities to develop in different directions and take
on non-traditional roles
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New Ways of Working - we change how we work

NCPM NCA;\
PK Scientists

Classical project structure: Non-clinical Project Manager

(NCPM) with non-clinical team:
_ . _ Immunogenicity
» Previously: 2-3 scientists representing the dept (NCAS)

%
Q)

(specialists in each assay discipline) Biomarker
K « One drug project = one team /
NCPM
NEW SET-UPS:
: . ) NCAS
. Lgap project ACA (early prOJects). represent a!l t'hree assay One scientist
disciplines, sparring partner outside own specialist area if _
all areas
needed Q o
NCPM NCAS
* Cluster pf projects: One project group takes joint i e
responsibility of several drug projects projects and
tasks




New Ways of Working - we change how we work

4 N )
Focus on empowerment
Delegation of decision power

"Dare to fail” - trust culture

- DN /

Use sprints (short focused time
to solve a specific task)

Focus on team culture and psychological safety
Check-ins (score workload, well-being) at start of some meetings
Weekly touch-bases (incl check-in) - share learnings, issues, possibility
to re-distribute tasks to avoid work overload = helping culture
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passions

Focus on individual development
- changing what we do

career
best

Individual development based on talent and orgRgigion
motivation - and company need Assay

g . : : discipline
Scientific expertise needed - scope is growing
« New modalities - specialist or generalist? A

ssay

« Follow the project or non-clin vs clin focus? developement
Challenge tradition: Scientists and techs may
take on same tasks and/or share responsibilities Drug
on equal terms modality
- Stretched assignments (outside current role) Automation
. Task tendering - sign up for tasks you want Leadership

roles

- Job rotations - try a different job short-term



Example of changing roles in NCAS

« Creation of a new cross-functional team supporting an automated laboratory (LIMS,
equipment and study support)

 Self-organizing team of lab technicians only TS
« Non-clinical and clinical bioanalysis teams share technicians N& l4p
- Task are coordinated and distributed by the team t

- Lab techs taking on traditional scientist roles (eg PI)

 Scientists and technicians taking on agile roles )
 Shift from specialist leaders to people leaders 0 = Qg
Srlof]
)
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Aqgile project - scientist and
technicians in aqgile roles

Product

Owner ‘

Change

Vision, prio,

stakeholder Four
management agile ambassadors
tracks
Facilitating
DeIiver}\‘ changes
Team
Eg team Scrum
developing and Master

testing new
software

Facilitator,

servant leader

AGILE VALUES
#@#& Individuals and interactions over processes and tools
%%y Working solutions over comprehensive documentation
¥ Customer collaboration over contract negotiation

23 Responding to change over following a plan

Product owner: Scientist \
Scrum master: Scientists and techs
Delivery team: Scientists and techs
Change ambassadors (scientists and

techs
\_ /




Shift in scientific leadership from manager(s) to expert group
- Strategic Immunogenicity Anchor

WHAT: Mixture of leaders and scientists (scientist chair)

WHY: Consolidate and distribute knowledge of
immununogenicity strategy, utilize team expertise

WHO: 3-6 scientists with interest in strategic immunogenicity
Two dept managers
Dynamic - group members may change due to interest and time
Most members should have experience with immunogenicity strategy

WHAT: The anchor is a coordinator between " bubbles” (scientist work groups) with
strategic content (HA interactions, hypersensitivity, non-clin and clin processes etc)

Responsibility split: LoB have more focus on overall strategy, organizational development
and people management - scientists are the scientific experts
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passions

career
best

Changing role of leadership

organization

- Developing organization and people - the scientists are the experts

- Do not review everything - Scientific vs management review - scientists expected to have the

detailed expertise, managers the holistic view
- Expected to have high focus on individual development and team culture
« Use task tendering - ask organization “who wants to do this"?

« Challenge status quo - should we do this? Can we empower (delegate not just task but also

decision power?)

- Change management focus - facilitate changes for both organization, team and individuals



Culture and size matters when changing ways of working

Denmark has the flattest
work hierarchy in the world

World Economic Forum
Oct 17,2018

« Denmark based (13 nationalities)
« Flat hierachy
 Danish "hygge” - well-being, team spirit and motivation important D .
LA RIS Y
. S - i i 9
Large assay group (>90 people) covering (almost) all drug projects in — !' "
[&- <) C:x%

Novo Nordisk pipeline

- Diverse leadership team (people as well as specialist leaders) HAPPYMETER |
« Expertise concentrated in one big concentrated unit

w
Cv
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. Knowledge sharing Happiest .
Denmark anada
* Flexibility (hands/minds needed to establish helping culture) qmm%emeﬂands

- Sufficient size to enable individual development Iceland New Zealand
- Company support (training, talent programs, job rotations) DIy Rpraha

Finland Sweden
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Thank you!
What are you questlo
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