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ABSTRACT 
Glob a lization is the re ality of d oing  b usiness in tod a y's econom ic environm e nt.  SAS prog ra m m ers and  org a nizations that use 
SAS who choose to ig nore it will fa c e extinction.  Outsourcing  has ha d  a sig nific ant effect on m a ny ind ustries d e aling  with 
inform a tion technolog ies.  Knowle d g e  workers fa c e the sam e challeng es now as m a nufa cturing  workers fa c e d in previous 
d e c a d es.  This paper will g ive you insig hts into offshore outsourcing as it pertains to SAS and  provid e strate g ies on how to 
navig ate and  work within this environm e nt.  Som e of the topics d iscusse d  includ e: 

?  Pros and  Cons of outsourcing  SAS relate d  prog ra m m ing  
?  Types of SAS prog ra m m ing  within the Pharm ac eutic al ind ustry that will b e outsource d  
?  Strate gies on successfully m a na g ing a loc al te am  while outsourcing  SAS projects 

Outsourcing  is not a new phenom e non b ut rather another step in the evolution of d oing  b usiness in a technolog y d riven 
g lob a l econom y.  SAS work is incre asing ly b eing  outsource d  to loc al Contract Rese arch Org a nizations.  Com panies g ive 
e mploye es the flexib ility to telecom m ute and  work re m otely on som e d a ys of the week.  The use of CROs and  practice of 
tele com m uting  g ive com panies the flexib ility and  com petitive a d vanta g e.  O ffshore outsourcing  utilizes som e of the sam e 
m ethod olog ies to provid e com panies with an even m ore com petitive m ethod  of perform ing  tasks such as rese arch and  
d evelopm ent.  It is there fore prud ent for org a nizations to evaluate how outsourcing  will im pact their SAS prog ra m m ing  work. 

 
 
IN TRODUCTIO N  
O ffshore outsourcing c a n b e a very e m otional topic.  O nly a few m onths a g o, we ha d a c ontentious presid ential rac e that use d  
this as a c a mpaig n issue.  It d oes have profound  a ffects on jobs and  how Am ericans will b e working  in the future.  Rather than 
focusing  on the em otional aspects of job loss, this paper will evaluate the issue from  a rational and  b usiness perspective.  N o 
m a tter if you are for or a g a inst inform ation technolog y offshore outsourcing, it is certain that it is a growing  phenom enon.  
There are several stud ies that show the fast rate of incre ase in several IT sectors.  An IT outsourcing  stud y cond ucte d  b y 
Dia m ond Cluster International showed  that 86%  of Glob a l 1000 IT executives and  provid ers of IT outsourcing  services who 
participate d  in the stud y expect outsourcing  to further incre ase next ye ar.  This stud y ind icate d  that althoug h red ucing costs is 
the num b e r one d riving  forc e b ehind  outsourcing, another fa ctor is that org a nizations are trying  to free up internal resources 
to focus on other business critic al functions.  A University of California Berkeley stud y estim ates that 14 m illion service jobs 



 

will b e a ffe cte d  by outsourcing .  Rese arch has shown trem e nd ous g rowth in the are a of offshore outsourcing  within the last 
ten ye ars and  the trend  is not slowing  d own.  An IT rese arch firm , IDC, estim ates that IT off shoring  will incre ase by m ore 
than 500 percent by 2007.   
 
Althoug h the evid enc e from  rese arch shows an incre ase in the use of outsourcing, other stud ies show how ill-prepare d  
Am erican com panies are.  A survey was cond ucte d  in late 2004 and  e arly 2005 entitle d  “Crunch Tim e: The Com petitiveness 
Aud it” of m ore than 300 CEOs and  b usiness executives at N orth Am erica technolog y and  tele com m unic ations com panies.  
The results show that m ost com panies have not yet put in plac e new processes and  practices to com pete in a rapid ly evolving  
g lob a l m a rketpla c e.  O nly a b out one third  of these org a nization surveye d  has instituted  processes for ac c essing  their 
com petitive functions.  The Pharm a c eutic al ind ustry is m ore conservative and  m oves m uch slower than its IT counterparts.  
There fore, even less Pharm a c eutic al com panies have prog ressively instituted  processes for imple m e nting  outsourcing  
strate g ies.  It is prud e nt to act c autiously while trying  to imple m e nt a new process such as offshore outsourcing, b ut to ig nore 
and  not act within a com petitive environm e nt is a form ula for failure. 
 

PRO S AND CO N S 
The num b e r one a d vanta g e a nd  re ason why m ost org a nizations e m b ark on an outsourcing  project is to bring  d own costs.  The 
cost of e mploying  talented  people with m inim a l operating costs m a kes offshore outsourcing a n attractive solution in a 
com petitive environm ent.  It is however not a pana c e a.  If the project is ill d e fine d  or the wrong  kind  of project is selecte d, it 
m a y cost m ore in im ple m e nting a n outsource solution.   
An a d vanta g e to outsourcing  c an b e se en in less m ission critic al tasks since it can free up resources for your te a m to focus on 
m ore critic al projects.  For exa mple, SAS prog ra m  valid ation and  d a ta listings or CRF ta bulations c an b e outsource d  to relieve 
your Biostatisticians and  SAS prog ra m m e r analysts.  The Biostatisticians c an there fore d evote tim e to d esig ning  the analysis 
plan or writing  the final report, while the SAS prog ra m m e r analyst can focus on d eveloping  CDISC com pliant analysis 
d a tasets or prog ra m m ing com plex sum m a ry ta b le.  This is an exa mple of how outsourcing  the correct project c an re ally allow 
your te a m to work m ore e fficiently in terms of b oth tim e and  cost.  If the rig ht projects are selecte d , it will b oost the m otivation 
of the te a m since it will g ive the m the m ost challeng ing  tasks.  However, if com m unic ation is not cle ar, outsourcing c a n 
d a m a g e  m oral and  can b e m isinterprete d  as a form  of re m oving  opportunities and  jobs. 
A d isa d vanta g e to outsourcing  c an b e apparent when the project to b e outsource d  is not cle arly und erstood .  Many m a na g ers 
g o into im ple m e nting a n outsourcing  project b e fore they have a thoroug h und erstand ing  of how to imple m e nt a project.  This 
usually is achieve d  with experience.  For exa mple, let’s say a d a ta m a ng er evaluates the tasks that potentially will b e 
outsource d  in his d epartm ent.  He has d ata entry clerks entering  the d ata, clinic al d ata associates writing  e d it checks and  
cle aning  up the d ata.  The d a ta associates are also working  with the graphics g roup in d esig ning c ase report forms.  He 
d e cid es to outsource som e of the d ata entry, ed it checks progra m m ing  and  case report form  d esig n.  He sees that these are 
potentially g ood  cand id a tes for outsourcing .  The project selections were g ood  b ut since he is new to the d epartm ent, he has 
not cle arly d efine d  SOPs for these functions.  In a d d ition, he has not ha d extensive experienc e in m a na g ing  his te a m internally 
with these tasks.  Once he b e g ins to have these tasks outsource d , there is a b arra g e of questions from  his internal te am  on how 
to work with this workflow in conjunction with the outsource d  m e m b ers.  The outsource d  te a m is even less fa m iliar with the 
process and  starts out slowly b e c ause there is no cle ar d e finitions on how to perform  these tasks.  This is a com m on exa mple 
of how a potentially g ood  outsource d  project c an end  up b eing a costly when not cle arly und erstood .   
In g oing  throug h the process, the d ata m a na g er starte d  to d e fine his SOP (stand a rd  operating  proce d ures) and  W PG (work 
practice g uid es).  He d efine d  his process in a chronolog ic al fashion starting  with the case report form  d esig n.  He d e fine d  the 
proce d ures in laying  out the forms and  working  with SAS annotate d  field s.  He then d ocum e nte d  how his sta ff performs 
d oub le key entry along  with reconciling  d eviations.  There were SOPs and  W PGs d evelope d  for e d it checks and  how those 
d eviations were resolve d .  The d a ta m a ng er later d iscovere d  that the outsource d  project force d  him  to m ore cle arly 
und erstand  the work flow of his g roup since this is critic al in com m unic ating  to the external te a m.  W hat first appe are d  to b e a 
b a d  outsourcing  project turne d  into a g ood  lesson and b e c a m e an opportunity to b etter und erstand  a nd  stre a m line the 
workflow within a group. 
 



 

IMPLEMEN TATIO N  STRATEGIES 
There are m a ny strate gies that can b e followe d  a nd  b ooks written on this sub ject.  The scope of this paper is not intend e d  to b e 
exhaustive or com prehensive.  Rather, it presents a few exa mples to illustrate strate g ies that you c an g e neralize for your own 
situation.  The exa mples focus on the use of SAS relate d  work in b oth d a ta m a na g e m e nt and  statistical prog ra m m ing .   
STEP 1:  Id entify all the tasks which potentially are well suited  for outsourcing .  Som e of the criteria use d  to d eterm ine how a 
project qualifies are listed  b e low. 
 

Q ualifying Factor Reasons for Ad aptability of O utsource 

N on Critic al Tasks 

It is im portant that the tasks are not the core function of your 
org a nization.  These projects are usually ancillary or play a 
supportive role to the m ain function of your te a m.  This will 
g ive you ultim a te control of the intellectual property or core 
function of your org a nization. 

Cle arly Define d  Tasks 

The m ore cle arly d efine d  the tasks, the m ore likely it will b e 
successful in b eing  outsource d .  Com m unic ation is critical in 
an outsource d  project and  the m ore cle arly the project is 
d eline ate d  a nd  enum erate d , the easier it is to execute.  This 
can b e in a form  of SOPs or W PGs.  Dia gra ms that show work 
flow are helpful.  This can also b e d escrib e d  in a d ocum ent as 
long  as the tasks are functionally and  chronolog ic ally d efine d . 

Rem otely Execute d  

A g ood  test for any outsource d  job is to imple m e nt it with a 
tele-com m uter or d one offsite re m otely.  However, in g e neral, 
if the work d one is on a com puter, this usually qualifies.   
 
“If you work behind a com puter screen, your job is up for grabs,” 
says Sanjay Kum a r, form er CEO of Com puter Associates. 

N ot Hig hly Prize d  

If everyone in the d epartm ent is jockeying  to obtain a 
particular job, it m ay not b e the b est one to b e outsource d .  
However, if the task ne e ds to g et d one but the te a m m e m b e rs 
d o them b e c ause they have to, this is usually a g ood  
c and id a te.  

 
Som e of the exa mples m entione d  a b ove that fit these qualifying  fa ctors includ e: 
Data Managem ent 

?  Case Report Form  Desig n and  SAS Varia b le Annotation 
?  Data Entry 
?  Data Entry Scre en Setup 
?  Ed it Checks Prog ra m m ing  
?  Quality Control and  Data Inte grity Valid ation 

 
Statistical Program m ing 

?  Case Report Form  Ta b ulations 
?  Data Listing s 
?  SAS Prog ra m a nd  Data Valid ation 
?  Sim ple Ta b les and  Fig ures Prog ra m m ing 

 



 

STEP 2:  Define Require m e nts of Your Outsourcing N e e d s 
Each project will have its own specific requirem e nts.  The requirem e nts includ e d etails on how your te a m will work with the 
external vend or.  In a d d ition, there are requirem e nts for the vend or that you select.  This includ es their experienc e in the are a 
of work that your project requires.  There are log istic al requirem e nts such as hard ware, software and  telecom m unic ations.  
This is a very d escriptive list of all the jobs that ne e d  to b e perform e d .  Conceptually, it is sim ilar to writing a job  d e scription 
b ut in this case, it is larg er, d escrib ing  the entire project rather than a job for one ind ivid ual.  
 
STEP 3:  Valid ate Your Systems 
Reg a rd less of your plans to outsource, it is im portant to perform  valid ation on all your software and  hard ware systems.  This 
will allow you to catch any system inte grity issues that arise within the internal g roup.  The risk analysis d uring  the valid ation 
process g ives you a cle ar picture on how your syste m functions associated  with external chang es includ ing  security issues.  
Your outsource d  project is m ore likely to succ e e d  with system s availa b le and  running at 24/7 as com pare d  to a non-valid a te d  
system with a larg e g ap in support and  d own tim e. 
STEP 4:  Define SOPs and  W PGs 
Reg a rd less if you are planning  to outsource, it is essential that you have a g ood  und erstand ing  of your work flow.  Som e of 
the SOP and  W PG will b e an outg rowth of the valid ation of your systems.  Effective SOPs and  W PGs are esta b lishe d  when the 
entire group com m unic ates what and  how they d o their jobs.  Onc e m ana g e m e nt and  the entire te am com m unic ates to each 
other e ffectively, this will overcom e m a ny hurd les d uring  a outsource project im ple m e ntation.  Althoug h the SO Ps and  W PGs 
can b e  a d apte d  to the outsource d  te am , it is im portant to recog nize that the internal te a m is d ifferent.  You m a y ne e d  to upd a te 
your existing  d ocum e nts or write new SOPs for the external te a m. 
STEP 5:  Internal Prototype 
Be fore any work is sent offsite, it is important to try to im plem ent the sam e tasks with existing  te a m m e m b ers.  The internal 
te a m m e m b er c an work at hom e or a re m ote site to sim ulate b eing  outsource d .  Tele com m uters are there fore g ood  c and id a tes 
to perform  experim ents on outsourcing  projects.  You c an bre a k off a sm a ll te a m a nd  have the m function as an ind epend ent 
“CRO” and  m onitor if they are a ble to d eliver without constant interactions with internal resources. 
STEP 6:  Rese arch and  Analysis of Outsource Vend ors 
The rese arch should  start out very g e neral and  then focus on a particular vend or that fits your ne e d s.  The following  is one 
exa mple of a rese arch analysis for vend ors in Vietna m  d ue to its cost effectiveness. 
 

Evaluate Criteria  Research Results Analysis  

Loc ations for SAS Prog ra m m ing a nd   
Relate d  Software Outsourcing  

?  The three countries used  d uring  
evaluations includ e: Ind ia, China and  
Vietna m . 

?  Vietna m  is relatively young  in this field , 10 
ye ars com pare d  to other countries. 

 



 

Existing  Com panies in Vietna m  

?  There are over 100 com panies that 
im ple m e nt outsourcing . 

?  2/3 in Ho Chi Minh City (Saig on) 
?  1/3 in Hanoi 
?  State Owne d  Enterprises Exa mple: 

Vietna m  FTP-soft, AIC, CDIT, VASC, 
COSIS. 

?  Foreig n Investe d  Enterprises Exa mples:  
PSV, GCS, Silkroa d, GlassEg g, PSD, ELCA, 
Silverlake, Dig itexx, NEC Soft, Fujitsu Soft, 
ATVN, Sang Ta o, GSE 

?  Privately Owne d  Exa mples: MXI (Meta-
Xce e d , Inc.), CMC, Harm ony, Vietsoft, 
Elcom , Quantic, Lacviet, AZ, Dolsoft, 
Dig inet, TMA 

 
Loc ations  

(Software Business Parks) 
Ho Chi Minh City (SSP, E-town, QTSC), Danang  
(Softech), Hanoi (H anoi IT Park) 

 
IT Ed uc ation University, Colle g e 

Financing   Investm ent fund s: Dra g on Capital, IFC, MEF, IDG 
 

Foreig n Outsourcing  Countries N orth Am eric a, Europe, Japan 

Vietna m  vs. Ind ia 

?  Ind ia has b etter Eng lish skills 
?  Ind ia is m ore esta b lishe d  b ut also m ore 

expensive (at least 50% ) 
?  Ind ia is m ore bure aucratic 
?  Ind ia attrition rate approa ching  50%  vs. 

less than 10%  in Vietna m  
 

Vietna m  vs. China 

?  Vietna m  has b etter Eng lish skills 
?  China is slig htly m ore expensive 
?  China attrition rate m ore than 30%  vs. less 

than 10%  in Vietna m  
 

Outsourcing  Streng ths 
Good  supply of colle g e e d uc ate d a nd  skilled  
people, Incre asing  g overnm e nt support, Political 
sta bility, Low attrition and  low cost, Vietna m ese 
Am ericans and  Overseas Vietna m ese connection 

Outsourcing  W e aknesses 
Internet still expensive and  slow, Lim ited  IP 
enforcem ent, Poor com m unic ations/m a rketing  
skills 
 

 
After an analysis of the particular country and  then vend or, you will have a b etter und erstand ing  to see if it fits your 
require m e nts.  This is just a sum m a ry of an exa mple rese arch results.  Your rese arch analysis and  results will d iffer d epend ing  
on your particular project requirem e nts. 



 

 
STEP 7:  Com m unic ate d uring  Im ple m e ntation 
M ana g ing a n outsource d  proje ct requires extra com m unic ation techniques that are d ifferent from  m a na g ing a te a m locally.  
You ne e d  to ke ep the te a m m otivate d a nd  work prod uctively while not b eing  there.  This is accom plishe d  b y esta b lishing a 
g ood  relationship with the project m a na g er.  The outsource vend or will assig n you a project m a na g er that would b e  availa b le 
to m eet you fa c e to fac e to g o over prog ress of the project.  That project m a na g er will then interface with the re m ote te a m to 
ensure that your project requirem e nts are b eing  m e t.  The project m a na g er m a y also travel to the re m ote site so you c an stay in 
touch with the project m a na g er by the use of the following  tools: 

?  Instant Messa g e – This is a very cost effe ctive m ethod  of intera ctively com m unic ating  with your project m a na g er 
re g ard less where he/she is locate d .  You are a b le to cut and  paste thing s electronic ally into your m essa g es sim ilar to 
e m a il with the d istinction that it is interactive.   

?  Pe er to Pe er Telephony – You c an also save on international calls by m a king  telephone c alls via the internet.  Services 
like Skype are cost effective ways of staying  in contact via voice. 

Em a ils are of course a very e ffe ctive way of com m unic ating  non-interactively.  You c an also use the trad itional phone which 
m a y b e useful when your project m a na g er is not rea cha b le via a com puter.  If you set cle ar project requirem e nts and  have 
g ood  channels of com m unic ation, this will ensure the prog ress and  success of the project. 
 
The seven steps presente d  in this paper g ive you techniques and  strate g ies toward s g etting  your outsourcing  project started . 
There are m ore project m a na g e m e nt challeng es that are involve d  in m a intaining a project but the big g est challeng e is the 
inertia of g etting  thing s starte d .  These steps can help you g et over that initial hum p. 

 
CO N CLUSIO N  
The g lob a lization of inform a tion technolog y has sig nific ant im pacts on how knowle d g e  workers, such as SAS prog ra m m ers 
and  relate d  professionals, d o their work.  The fastest g rowth and  chang e in the way we d o our work is a ffe cte d  by projects 
b eing  outsource d  to org a nizations offshore.  Rather than g ripe a b out the situation, take control of your work by a d a pting  to 
the chang ing  work environm e nt.   The chang es are d riven by the bottom  line but there are also other forces such as optim izing  
internal resources.  Internal te am m e m b e rs are relieve d  of tim e consum ing  tasks and  c an there fore b etter focus on the core 
b usiness.  This is accom plishe d  b y proper selection of projects that are not m ission critic al but supportive to b e outsource d .  
The success of these outsource d  projects is d epend ent on how cle arly they are d efine d .  This involves g etting  your internal 
te a m tog ether.  If you have your internal operations functioning  optim a lly throug h cle arly d e fine d  SOPs, this will b e reflecte d  
as an extension within outsource d  projects.  W hen selecting a n outsource vend or, thoroug h rese arch will help you und erstand  
your require m e nts and  if the vend or c an m e et these requirem ents.  Once a vend or is d e cid e d , m a intaining a nd  b ring ing  the 
project to a successful com pletion relies on cre ative com m unic ation techniques.  There are new work processes that you ne e d  
to a d a pt to within this offshore outsource d  environm e nt in ord er to survive and  thrive.  Like the survival laws of Darwin, if 
you d on’t a d a pt and  stick to the status quo d uring a period  of evolution, you will b e rele g ate d  to extinction.  
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