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A genda
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We all want AI – 

what is holding 

you back?

The Data-

Prioritization-

Adoption framework 

Introduction to the 

Complexity-Impact 

framework

Real-life use 

cases

01 02 03 04



We  a l l  wa n t  A I  -
w h a t  i s  h o l d ing  y o u  b a c k?
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Unlock new revenue 

opportunities

The use of AI can be very impactful… …but many things stand in its way

Enhance efficiency

Optimize decision 

making

Thinking and 

working in silos

Overlooking 

synergies across 

the organization

Lacking a defined 

roadmap for 

development

Missed 

opportunities 

and reduced 

productivity 

Resource 

waste across 

developments

Solving a 

single 

problem, effort 

duplication



T h r e e -s t e p f r a m e wor k  t o  cr eat e  an  AI  r oadmap 
and f aci l i t at e  r eadines s  f or  adopt ion  
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1 2 3

Well-structured 

foundation

Data 

+ 

Technology 

Prioritizing use 

cases 

Complexity

+

Impact

Enterprise

adoption 

Managing inflated 

expectations

+

Structured change 

management



1 |     W E L L - S T R U C T U R E D  F O U N D A T I O N

A  w e l l - s t r uct ur e d f o u n dat ion  r e q u i r e s  t h e  f u e l  
a s  w e l l  a s  a n  e n g i ne
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✓ Data Preprocessing Pipelines

✓ Adopting Matured   

Framework for Upwards 

Compatibility

✓ Model Infrastructure & 

Scalability

✓ Modeling Hypercare

✓ Security and Compliance

Technology
✓ Data Quality

✓ Data Integration & 

Governance

✓ Data Accessibility

✓ Metadata Management

✓ Data Scalability

Data

Optimize

Enable

Augment

Data 

Explosion

Limited 

Resources

Compressed 

Commercial 

cycles

From Challenges … … To Solutions
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Impact Accelerators Strategic Investments

“Low-Hanging Fruit”
(Jigsaw fillers)

Resource Drains

Low High

H
ig

h

C O M P L E X I T Y

I
M

P
A

C
T

 

For "Impact,“ consider 

factors like:
• Long-term value

• Business urgency

• Broader business goals 

• Efficiency gains

• Enabling new capabilities

For “Complexity,“ consider 

factors like:
• Data / integrability 

• Feasibility ($, resources)

• Familiarity (tech needs, 

workflow)
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H o w  t o  p l a n  f o r  c h a n g e –
C o m ple x i t y - I mpact  Fr am e wor k  
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E s t i mat ing  C O MP LEXI T Y  o f  a n  A I  s o l ut i on

1-5

1-5

1-5

1-5

SCORE THEM

1-5

CALCULATE NET COMPLEXITY SCORE

How complex are infrastructure 

and algorithms? How complex is 

adhering to compliance and 

privacy?

How challenging is system 

compatibility and interoperability? 

How complex are data flow or 

connectivity pipelines?

What is the data ingestion 

complexity? what are complexities 

around data diversity and modality?

Is there any PII involved?

T
Technical

O
Organizational 

Adoption

I
Integration

D
Data 

readiness

How challenging is organization 

adoption going to be?

How much change management is 

needed for adoption?

DEFINE VALUE FACTORS

30%

ASSIGN RELATIVE 

WEIGHTS

15%

25%

30%
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NET COMPLEXITY SCORE 1.25 2.25 3.55
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I l l us t r at i ng  C O MPLEX I T Y

Technical Complexity

Integration Complexity

Data Readiness Complexity

Organizational Adoption 

Complexity

T

O

I

D

30%

DEFINE VALUE FACTORS
ASSIGN RELATIVE 

WEIGHTS

15%

25%

30%

1

1

2

1

TAGGING

3

2

SUMMARIZATION

2

2

4

3

CONVERSATIONAL 

AI (AGENTIC)

4

3

8

USE CASE SCORING
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E s t i mat ing  I M PACT o f  a n  A I  s o l ut ion

1-5

1-5

1-5

1-5

SCORE THEM

1-5

CALCULATE NET IMPACT SCORE

Is this “business critical” or a “nice 

to have”?

Is it an enabler? Does it improve 

process efficiency?

Does this align to your broader 

strategic vision? Is it strategically 

reusable across multiple avenues?

U
Urgency

R
Return on 

Investment

O
Operational 

Efficiency

S
Strategic 

Alignment

Does it provide incremental 

revenue or cost savings?

DEFINE VALUE FACTORS

20%

ASSIGN RELATIVE 

WEIGHTS

30%

20%

30%



NET IMPACT SCORE 1.40 2.90 3.20
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I l l us t r at i ng  I M PACT

2

1

2

1

TAGGING

4

3

SUMMARIZATION

3

2

4

3

CONVERSATIONAL 

AI (AGENTIC)

3

3
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Urgency 

Operational Efficiency

Strategic Alignment

Return On Investment

20%

DEFINE VALUE FACTORS
ASSIGN RELATIVE 

WEIGHTS

30%

20%

30%

U

R

O

S

USE CASE SCORING
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E l a bor at e  C O MP LEXI T Y  &  I M PACT C a lc ulat ions
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Model & Infrastructure 

complexity

Security and Compliance

Data flow and connectivity

System compatibility and 

interoperability

Data Readiness

Data Diversity & Modality

Organization wide Adoption

Change Management efforts

18%

12%

5%

10%

12.5%

12.5%

20%

10%

30%

15%

25%

30%

T
Technical 

O
Organizational 

Adoption

I
Integration

D
Data 

readiness

Complexity

Does it provide short term 

value?

Is this mission critical to 

business?

Is it an enabler (doing what was 

never done)?

Improvement In process 

efficiency 

Does this align to your broader 

strategic vision?

Is it strategically re-usable use 

case?

Incremental revenue expected

Cost Savings Expected

10%

10%

15%

15%

10%

10%

20%

10%

20%

30%

20%

30%

U
Urgency

R
Return on 

Investment

O
Operational 

Efficiency

S
Strategic 

Alignment

Impact
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C O M P L E X I T Y

I
M

P
A

C
T
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Re l at i v e  Po s i t ioning  –  c a s e  e x a m ple s

Low

H
ig

h

High

Impact Accelerators Strategic Investments

“Low-Hanging Fruit” Resource Drains

Tagging 

Insight 
summarizations

(across data 
sources) 

Conversational 
AI (Agentic)

FUTURE STATE

2.5 50

5

2.5
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C O M P L E X I T Y

I
M

P
A

C
T
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D e v e lopm e nt  d o e s n’ t  h a p pen i n  a  v a c uum,  
a n d  i s  n o t  a  s t r a ig ht  l i n e

Low

H
ig

h

High

Impact Accelerators Strategic Investments

“Low-Hanging Fruit” Resource Drains

Query 
Bots

Tagging 

Agentic Survey 
Designer

Insight 
summarizations

(across data 
sources) 

Structured 
data 

processing

MLR 
Guardrailing

Conversational 
AI (Agentic)

Hyperlocal 
weather based 

targeting for 
Reps

Agentic 
Competitive 
Intelligence

Agentic Rep 
Assistant

FUTURE STATE

Rep 
profiling 

using CRM

Automated 
calendar 

reminders for 
brand planning 

deadlines

SF Notes 
Guardrail

Agentic Social 
Listening

Agentic 
Reporting

Agentic 
multi source 
Summarizers

Market 
research 
surveys 

summarization

Agentic 
NBA

Agentic 
Patient 

Solutions

AI diagnostic 
assistant 

agnostic of a 
disease type

Optimization 
of internal 
logistics for 

sample 
distribution

AI generated 
personalized 
visual ads for 

each HCP

Fully 
autonomous 
medical rep 

assistant

Ambient 
clinical 
insight 

generation

Adaptive 
compliance 

agent
Zero touch 

omnichannel 
orchestration

Ambient 
AI

(AGI)



T h r e e  t y p e s  o f  o r g anizat ional  i m p a ct  s t o r i es
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Business Impact 
"We were able to get better targets, 

which led to incremental sales.”

Quantitative Feedback 
“We decreased turnaround time from 

five days to one hour.”

Qualitative Feedback 
“I like the insights.”

No one is specifically fixated on highest level of impact (Business Impact) from the get-go. However, 

some PharmaCos can now claim this achievement after progressing from the foundational levels.

3

2

1
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• Use cases should meet all 

three types of impact.

• However, you don’t have to 

produce the top tier 

immediately.

• Based on organizational 

maturity, in the short run you 

can focus on articulating the 

lower levels of impact and 

progress to the top.



• Teams complain of tool 

overload

• There is often distrust 

in "black boxes"

15

A trough does 

exist

3 |     E N T E R P R I S E  A D O P T I O N

Yo u  c a n not  a s s um e " i f  y o u  b u i ld  i t ,  t h e y  
w i l l  c o m e "

T I M E

V
I
S

I
B

I
L

I
T

Y
 

We should pre-empt this and plan 
to solve for this by building not just 
momentum but also an adequate 

change management plan

Technology trigger

Trough of 

disillusionment

Slope of enlightenment

Plateau of productivity

Peak of inflated expectations



Ke y  a d o pt ion  a n d  c h a n ge  m a n ag e me nt  a c c e l er at or s
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Establish User

Buy-In

Develop a

Brand

Identify

Ambassadors

Choose Impactful 

Meta Use Case

Check the 

Blind Spots

Make a

Splash

Steering Committee 

of end users and 

stakeholders

“Branding” your 

platform, reports and 

tools (e.g., logo)

Power-users as 

ambassadors (e.g., 

help training, IT for 

jump-start)

Addresses business 

priority with unmet 

needs

“Soft launch" and 

create internal buzz

Launch in-person 

if possible

TYPICALLY A 

BROKEN LINK

HIT OR A MISS

I N D U S T R Y  S T A T U S

3 |     E N T E R P R I S E  A D O P T I O N



In  Summar y…
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✓Create a strong foundation of data and technology 

✓Develop an internal framework to assess and prioritize 
AI solutions

✓Don’t work alone - break down silos!

✓Drive strong enterprise adoption through managing 
expectations and change management

✓MAKE A SPLASH!



Thank You!

F o r  a d d i t i o n a l  q u e s t i o n s ,  p l e a s e  r e a c h  o u t  t o

Ya i r  @  Ya i r. M a r ko v i t s @ B e g h o u C o n s u l t i n g . c o m

A m i s h  @  A m i s h . D h a n a n i @ B e g h o u C o n s u l t i n g . c o m

mailto:Yair.Markovits@BeghouConsulting.com
mailto:Amish.Dhanani@BeghouConsulting.com
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