Leading without a manager
- from pharma R&D to corona testing and
back again...
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Leading without a manager
— from pharma R&D to corona testing and back again...

Introduction

The DK public request and NN response
Q&A

The learnings - going beyond the crisis
Q&A
Short workshop



How it all started....March 2020




How Novo Nordisk got involved....
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Danish PM NNAS & NN Large increase
office reaches Foundation in NN and SSI
out to NN re. commits to test capacity

. increase DK
Covid-19 tests 28th March test capacity 1st ApriI

May-June Covid-19
antibody test
ready for use -
including in DK
research study

215t March Covid-19 virus
testing for DK
hospitals
starts at NN

First NN
equipment

ready for use
at SSI




Getting the big wheels turning....
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How we organised....

Senior management

High
autonomy

Joint
R&D
effort

Daily
meetings
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Self-organised cross-functional task forces



What we did - compiling bits and pieces....

Automation Reformat Plate wash and

tube rack to plates = reagent
dispense



The real deal....
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What we acheived...contributions to Covid-19 testing

« Corona virus testing for DK hospitals

« March—]July 2020, followed by transfer of technology and equipment

« Corona virus high throughput testing installed at DK Staten Serum Institute (SSI)
« Support with automation, supply line independency, scientific trouble-shooting

- Corona antibody test developed in collaboration with Danish public researchers

« High quality ELISA test based on NN produced reagents
« Test applied in longitudinal antibody study July 2020-21 by Rigshospitalet
- High throughput testing line installed at Test Center Denmark (SSI)



Strategy.....?

« We didn't know exactly where to go.....
- But we had to get there fast.....
« Under constantly changing conditions.....




Focused group effort

Highly-motivated team

Allowed to focus on one project

Self-organising with end-to-end-accountability
» Identifying own individual roles and responsibilities

« Working on what was needed, not what you would ‘normally’ do
Building on trust

e ..within the team

. ...showed by management
« ...and with/by partners outside NN



Communication

Virtual team meetings - not an obstacle

Daily short meetings to discuss status, overall issues and needs

Many smaller meetings in sub-groups going into details

Focus on actions - no over-analysis - good enough

Everyone being accessible
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Senior management used as advisors



Summing up - key success factors....

Building a ‘coalition of willing’

Ability to pivot immediately

Drawing on network of contacts in NN, Denmark and worldwide
Accepting risk

100% management support and trust

110% effort from everyone in- and outside NN

120% teamwork



The longer-term impact...

 Solid and useful network continued after testing effort was completed
« Experimenting with self-organised teams in daily operations

« The experience has accelerated New Ways of Working
« Anchored in overall strategic aspirations
« Evolving based on sprouting of local ideas
« Grabbing the opportunities that arise
 Collecting the learnings to create ripples
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