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Same movie. New plot twist. Same operational gaps.

01 More and faster market signals

02 A commercial organization that doesn't 

move with it

03 A movie we've seen before

04  How to create a new script

A G E N D A
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The messy middle between market change 

and commercial response

T H E  I N D U S T R Y  C H A L L E N G E

1. Commercialization That Works 2026 survey; n=180 commercialization execs

64%
say turning market signals into clear 

decisions is not much easier than 

2 years ago1

29%
of the field report a high level of trust in 

data or insights provided by HQ2

Decision-making is not 

getting easier.

Stakeholder trust 

remains low.

7%
strongly agree they can translate 

decisions into execution without heavy 

manual rework1

Teams are still 

struggling to execute.

Only Only

2. Field Force Pulse Survey (May / June 2026); n=100 U.S.-based biopharma field professionals 
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The ripple effect
How consistently does change travel?

T H E  R I P P L E  E F F E C T

Strategy

Incentive 

compensation

Brand

Finance

Different 

definitions of 

success

Revenue at risk

Impacted 

patient 

experience

Field sizing

Targeting

Planning

Market Access

Commercial 

Operations

Handoff 

breakdown
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AI entered the scene but the plot hasn't changed

• Shared context: only 9% have clear triggers for when the plan should change cross-functionally.

• Reusable foundations: only 12% strongly agree their rules and logic are documented, reusable, and scalable.

• Connected execution: only 7% strongly agree their commercialization workflows minimize manual handoffs.

…yet the underlying gaps remain

Focused approach Showing value

AI takes on a bigger role…

moving from pilots to 

smaller set of AI use cases 

tied to business value

expecting AI initiatives to 

deliver ROI in H1 2027

Experimenting

Pilot AI use cases

2025 2026 2027

62% 94%

Commercialization That Works 2026 survey; n=180 commercialization execs

currently measuring ROI 

of AI initiatives

ONLY

58%
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We've seen this movie before

Cloud migration Data governance Omnichannel

2015 202320212020 2025
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Coherence

Are we aligned on the 

problem, the strategy, and 

what success looks like?

Composability

Can we reuse what we 

build, rather than starting 

over each time?

Cohesion

Can users, workflows, 

data, and technology work 

together in practice?

? ? ?
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How to write a new script for 

commercialization that works

Creating a commercialization model that can stay aligned, scale efficiently, and operate as one system
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Establish the shared understanding 

that guides decisions

C O H E R E N C E

Key question

Where is the 

organization 

stuck?

Key question

Why is the 

problem 

happening?

Key question

What must be 

true for 

performance to 

improve?

Key question

Where can AI 

create 

measurable 

business impact?

PHASE 1

 Define the 

business problem

PHASE 2

 Diagnose 

operating barriers

PHASE 3

 Define the 

foundation

PHASE 4

Prioritize AI-enabled 

opportunities
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Establish the shared understanding that guides decisions

C O H E R E N C E

Recommended 12–18-month roadmap

By Month 4: Governance 

established, tech 

requirements understood

1 2 3 4 5 6 7 8 9 11 12 13 14 15 16 17 18MONTH

Align & Mobilize

Stabilize & Expand
AI use case 

enablement
Expand & scale AI layering

By Month 7: MDM plan 

in place, requirements 

wrapped up, and AI use 

cases selected

WORKSTREAM DESCRIPTION

Identify and prioritize AI use cases, 

run structured pilots, and scale to 

production

Decision gates to validate requirements, 

confirm investment, assess build-vs-

buy/vendor needs, and approve the next 

execution wave.
By Month 10: operational 

governance maturing, MDM 

remediation underway, 

requirements are complete

10

Define AI use cases AI pilot

Tech and MDM 

and analytics 

enablement

Assess readiness and 

define requirements

Create the trusted data foundation and 

reporting consumption layer needed to 

support dashboards.

MDM remediation

Priority Remediation Sprints

ROADMAP 

STATUS

Governance 

and decision 

model 
Establish model

Define KPI ownership, metric 

definitions, RACI, and decision rights 

across commercial and medical affairs
Operational governance including reporting / metrics librarian

Persona-based 

reporting

Brand/indication 

prioritization

Lead asset

Define persona-based reporting by 

brand and indication; lead asset 

establishing reusable framework, with 

additional indications requiring 

incremental build effort

Next indication

Next indication execution
Lead asset 

execution

Next indication

WORKSTREAM

Adoption and 

enablement

Drive stakeholder readiness, role-

based training, communications, 

and adoption support
Change management + training and enablement

MDM 

remediation

Next indication 

execution

Next indication
Next 

indication

Prompt / query design

Reporting / CRM validation Stewardship, optimization, and scale

Metric logic + sematic layer

Next indication

execution
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Deliver value now while remaining 

flexible for the future

C O M P O S A B I L I T Y

Human-authored · committee-governed

Decision interface

Executive 

view

Brand view Field view Opportunity 

feed

Ask (NL 

query)

Prompt and 

query 

framework

↑ recommendations surface with full rationale; the interface reads governed layers and never transforms them

AI engine

Calculation 

agent

Model agents Next-best 

action

Action 

library

Governance 

agents

↑ governed metrics feed the engine: one version of the truth · model output writes to isolated tables only

Semantic layer

↑ raw sources are mastered, quality-checked and governed before anything consumes them

Governed data 

inputs

CRM 

activity

Digital / 

NPP

Claims 

and Rx

SP / hub 

data

Payer and 

access

MDM 

master

Authority 

matrix

GOVERNANCE

Ad hoc requests start here
 – no new report needed

Approved 

KPI 

definitions

Derived 

fields and 

rules

Temporal 

comparisons

Segments 

and 

thresholds

Persona 

reporting 

views

Customer 360

Unstructured 

data
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Design for coordinated execution 

from the start

C O H E S I O N

User engagement process

Holistically

understand

users' needs

and priorities

1

Prioritize and 

align on solutions

and actions to

address needs

Create and 

tailor the

solutions and 

tactics with the

users

Execute, 

adjust, and 

communicate

progress

Track ongoing

progress as the

solution is used, 

and communicate

impact

2 3 4 5

Steps #1–2: strategy planning and design Steps #3–5: strategy execution and progress monitoring
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The ripple effect
When the script changes, everyone changes with it

T H E  R I P P L E  E F F E C T

STRATEGY

Commercial 

Operations

Market 

Access

Brand

Finance

One definition 

of success

Revenue 

potential

Time to be 

patient-

focused
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Stick around for the after-credits scene. 

Pick one change. We'll help 

you script what happens next. 

• How fast does it move? 

• Does the “why” survive? 

• Does everything affected move? 

• How much coordination does it take? 

How well does change 

travel in your org?

Reach out at info@beghou.com

mailto:info@beghou.com

	Slide 1: The next act in commercialization From market signal to coordinated commercial response
	Slide 2
	Slide 3: Same movie. New plot twist. Same operational gaps.
	Slide 4: The messy middle between market change and commercial response
	Slide 5: The ripple effect How consistently does change travel?
	Slide 6: AI entered the scene but the plot hasn't changed
	Slide 7: We've seen this movie before
	Slide 8: How to write a new script for commercialization that works
	Slide 9: Establish the shared understanding that guides decisions
	Slide 10: Establish the shared understanding that guides decisions
	Slide 11: Deliver value now while remaining flexible for the future
	Slide 12: Design for coordinated execution from the start
	Slide 13: The ripple effect When the script changes, everyone changes with it
	Slide 14: Stick around for the after-credits scene.   

