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Executive Summary
Pharmaceutical commercial launches have entered a new era, marked by unprecedented complexity and opportunity.

Modern launches must navigate increasingly data‐driven markets, stringent payer and regulatory demands, and rapidly

evolving healthcare professional (HCP) engagement preferences. At the same time, advances in artificial intelligence (AI)

– particularly agentic AI, which comprises autonomous, multi-agent systems capable of sensing, reasoning, and acting

over time – are poised to transform every aspect of the launch process. Agentic AI differs from traditional reactive or

generative AI in that it continuously monitors environments, proactively makes decisions, and orchestrates workflows

across channels and functions ([1] www.techradar.com) ([2] www.techradar.com).

This report examines how agentic AI can be applied to three core areas of pharma launches: market access,

omnichannel HCP engagement, and field strategy. In market access, AI can accelerate evidence synthesis, modeling

and forecasting, enabling companies to build reimbursement dossiers, pricing strategies, and payer negotiations far more

efficiently than human teams alone ([3] pharmaboardroom.com) ([4] www.getquantus.ai). In HCP engagement, AI-driven

personalization and orchestration can unify messaging across digital and in-person channels, generating tailored content

and recommendations to match each physician’s needs ([5] www.iqvia.com) (www.octopi.blog). Agentic AI can power

intelligent assistants (chatbots, virtual trainers, analytics engines) that operate 24/7 to support HCPs and field teams alike

([6] www.iqvia.com) (www.roserx.health). In field strategy, AI augments sales forces with real-time insights for call planning,

predictive targeting of high-value HCPs, and adaptive next-best-action (NBA) recommendations, significantly improving

sales effectiveness (www.roserx.health) (www.octopi.blog).

The report draws on industry surveys, expert opinion, and emerging case studies. For example, Quantus Insights

highlights documented benchmarks in market access: AI-powered systematic literature reviews can slash screening time

from weeks to days (~80% reduction) and compress incentive (ICER) model building from months to days ([4]

www.getquantus.ai). An AI-powered omnichannel platform (e.g. Aktana) reported a 14% increase in field sales impact

within nine months, with a $30 million annual uplift for a priority brand by dynamically personalizing HCP journeys

(www.octopi.blog). Survey data indicates overwhelming industry interest in AI: ~95% of pharma firms are already

investing in AI (with ~$25 billion projected by 2030) ([7] guidehouse.com), and nearly 99% of leaders expect AI to reshape

omnichannel engagement in the near future ([8] digitalya.co). Yet adoption lags due to compliance, data, and cultural

hurdles ([9] guidehouse.com) ([10] ciandt.com).

In summary, this report provides a detailed, evidence-based exploration of agentic AI’s potential to revolutionize pharma

launches. It covers historical context (from traditional field-sales models to today’s digital-first environment), technical

foundations of agentic AI, and practical use cases. We synthesize quantitative data, expert analyses, and illustrative case

studies. Implementation challenges and future implications are discussed. The conclusion highlights that, to remain

competitive, pharma companies must proactively integrate agentic AI – not as a mere buzzword, but as a strategic

capability – into their market access, engagement, and field operations.

Introduction and Background
The pharmaceutical industry’s commercial launch process has always been multifaceted, involving coordination of

regulatory, payer, and sales functions to drive patient access and uptake of new therapies. Traditionally, national and

global launches relied heavily on human-driven strategies: pricing and reimbursement negotiation with payers, sales

representatives conducting face-to-face HCP visits, and standardized multi-channel marketing campaigns. However, in

the past decade this paradigm has shifted dramatically. Heightened competition, progressive regulatory and evidence

demands, and evolving physician expectations (especially following COVID-19) have forced companies to adopt digital

and data-driven approaches ([11] www.pharmaceutical-technology.com) ([12] www.anthillagency.com).
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Historical context: Pre-2020, pharma commercialization was largely dependent on large field forces and heavy print

advertising. The COVID-19 pandemic accelerated a transition to virtual and omnichannel engagement. A GlobalData

survey found 75% of industry respondents expected virtual HCP interactions to remain standard after COVID restrictions

ease ([11] www.pharmaceutical-technology.com). Meanwhile, HCPs reported increasing “digital fatigue” – being inundated

with uncoordinated emails and messaging – which drove demand for more personalized, data-driven outreach ([12]

www.anthillagency.com). Simultaneously, payers and health technology assessment (HTA) bodies have imposed tougher

evidence and pricing standards, emphasizing value-based outcomes over volume-based models ([3]

pharmaboardroom.com). In this pressured environment, traditional launch tactics often fell short of targets: executives

report high satisfaction with their omnichannel plans, yet only a minority of HCPs feel their needs are met – for example,

only ~28% of physicians agree pharma’s current engagement strategies satisfy them (www.roserx.health).

Emergence of AI and “Agentic AI”: As these challenges mount, AI has emerged as a potentially transformative force in

pharma. Initial AI efforts in pharma focused on R&D (drug discovery and trials), but commercialization teams lagged

behind. In 2026, Guidehouse observed that R&D had widely adopted AI, but “commercialization teams remain

underused” ([13] guidehouse.com). The term “agentic AI” became popular in 2025-2026 to describe a new class of AI

systems that go beyond static analysis to act autonomously. According to TechRadar, agentic AI involves “groups of
smaller, purpose-built agents that watch what’s happening, reason about it, and act”, rather than a single model passively

responding to inputs ([14] www.techradar.com). Analogies have emerged: like factory automation controllers, agentic AI can

set goals (e.g.“maximize prescriptions in Q4”) based on data, then autonomously orchestrate tasks to achieve them ([15]

www.androidcentral.com) ([16] www.techradar.com).

Defining Agentic AI: In practical terms, an agentic AI system might ingest real-time sales data, market feedback, and

HCP signals; identify issues (e.g. a dip in adoption among a physician segment); and then autonomously trigger

appropriate actions – such as adjusting digital campaign targeting, recommending rep call adjustments, or provisioning

new marketing content – without human prompting. Crucially, these agents operate in persistent loops: they continually

observe new data, compare outcomes to goals, and self-correct. As TechRadar explains, “Agents stay alert… respond to

signals you didn’t explicitly ask about, like changes in customer behavior… These aren’t one-off tasks. Agents run loops.

They observe, decide, try something, and come back when the situation shifts” ([16] www.techradar.com). This active,

continuous behavior is what distinguishes agentic AI from traditional generative AI (which typically “resets” after each

prompt) ([16] www.techradar.com).

In summary, agentic AI promises to embed autonomous intelligence into commercial workflows. It relies on integrated

data platforms (so that all agents access the same “shared memory” ([2] www.techradar.com)) and on modular

“microservices” that can be added or upgraded without rewriting entire systems ([17] www.techradar.com). In the pharma

launch context, this vision translates into smart, adaptive systems that continuously optimize market access, HCP

engagement, and field operations. The remainder of this report examines these domains in depth, grounded in data and

real-world examples.

The Technology of Agentic AI
Agentic AI represents a paradigm shift in AI architecture. Where traditional AI deployments in pharma focus on

discrete tasks (e.g. predicting sales or generating a report), agentic systems involve multiple semi-autonomous agents

working collaboratively. Each agent has a specialized role – for example, one agent might monitor pricing databases,

another track formulary changes, while a third engages in predictive targeting – yet they share context and co-ordinate

through a unified data framework ([2] www.techradar.com). This multi-agent approach allows for continuous feedback loops.

Rather than waiting for a human to issue another query, agents proactively notice relevant changes and respond in real

time ([16] www.techradar.com) ([15] www.androidcentral.com).

Key characteristics: Several key features define agentic AI: (1) Autonomy – agents set and pursue goals on their own,

without explicit prompts, adjusting actions as environments change ([15] www.androidcentral.com). (2) Adaptability – they
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adapt to dynamic conditions, “reasoning about” observed data and modifying strategies in-flight ([16] www.techradar.com).

(3) Collaboration – agents communicate and coordinate (like microservices) so that their decisions are coherent; a

shared data layer ensures consistency of understanding ([2] www.techradar.com) ([17] www.techradar.com). (4) Persistence
– unlike one-off queries, agents operate continuously, monitoring streams of data and learning from outcomes over time

([16] www.techradar.com). As TechRadar emphasizes, the conversation shifts “from ‘What can the model do?’ to ‘What does

the system let the model do?’” ([18] www.techradar.com).

Data and architecture demands: Implementing agentic AI requires robust data infrastructure. All agents must have

access to the same unified, high-quality data (often referred to as a “shared memory” or knowledge graph) to avoid

divergent conclusions ([2] www.techradar.com). Fragmented or siloed data can cause agents to “learn different realities”

and behave chaotically ([2] www.techradar.com). Therefore, companies must invest in integrated data platforms that

aggregate CRM, real-world evidence, prescription data, and customer profiles into a single source of truth. Governance

and traceability are also critical: any automated output (e.g. an ROI forecast or sales pitch) needs lineage tracing back to

underlying data and logic ([19] virtualworkforce.ai). In one review, experts warn that guardrails are essential – e.g. each

generated claim should be validated against source data to ensure accuracy ([19] virtualworkforce.ai).

Real-world examples: While theoretical, agentic AI is already showing promise. For instance, eucalyptus: The

virtualworkforce.ai blog describes IQVIA’s “healthcare-grade AI assistant” (2024) that links analytics, data lakes, and

workflow orchestration. This agent can autonomously answer clinical queries and generate routine reports, illustrating

how agentic systems can operate in regulated pharma contexts ([20] virtualworkforce.ai). Another example: in

manufacturing, high-level agentic controllers optimize production lines by reallocating tasks among machines based on

real-time status ([21] www.androidcentral.com). These parallels indicate how similar orchestration could occur in commercial

settings.

Limitations and safeguards: Agentic AI also raises novel challenges. Because agents act autonomously, rigorous

oversight and ethics become even more crucial than with passive systems ([22] www.techradar.com) ([23] ciandt.com).

Companies must enforce compliance (e.g. content approvals) and monitor for bias continuously. As one analyst puts it,

even though agentic AI can accelerate tasks, humans remain “bookends” – essential to frame goals and review final

outcomes ([22] www.techradar.com) ([23] ciandt.com). Indeed, current guidance from industry experts emphasizes that

agentic AI should augment skilled teams, not replace them outright ([22] www.techradar.com) ([23] ciandt.com). When built

responsibly, however, agentic AI is seen as a “force multiplier” that can unlock performance and personalization at scales

humans alone cannot achieve ([1] www.techradar.com) (www.roserx.health).

Market Access and Agentic AI
Overview of Market Access: “Market access” refers to activities ensuring patients can obtain a therapy after regulatory

approval. This encompasses pricing strategy, payer negotiations, health economics/outcomes research (HEOR), and

reimbursement submissions. Achieving market access typically involves generating robust value evidence: systematic

literature reviews, cost-effectiveness models, budget impact analyses, and payer presentations. These processes are

highly structured but historically labor-intensive. Traditional workflows rely on cross-functional teams manually collecting

data, crafting value dossiers, and negotiating with insurance providers and government bodies. In recent years, market

access has grown more complex due to cost-containment pressures: payers demand real-world evidence, outcomes

guarantees, and evidence of patient benefit to justify coverage and price ([24] pharmaboardroom.com) ([25]

pharmaboardroom.com).

Challenges: Pharma companies face significant hurdles in market access. Pricing appeals and formulary negotiations

are lengthy; delays in approvals or restrictive coverage can directly reduce revenue and patient reach. Gathering and

analyzing the evidence base is time-consuming. For example, a systematic literature review for a value dossier can take

several weeks of manual screening. Customizing global dossiers to each local market multiplies the workload. Static

planning processes may fail to catch rapid policy changes or competitor moves in time. Marco Rauland of Merck notes
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that “market conditions are dynamic,” with payers consolidating and shifting to value-based healthcare, so traditional

launch sequencing often underperforms ([24] pharmaboardroom.com) ([25] pharmaboardroom.com). He advocates leveraging

analytics and AI to be more responsive.

AI’s role in Market Access (general): AI, especially agentic systems, is well-suited to many market access tasks. By its

nature market access involves structured, evidence-based, repeatable processes ([26] www.getquantus.ai). For instance,

performing literature reviews, updating epidemiological data, or running cost models follows standardized methodologies

(e.g. ISPOR/CHEERS guidelines) and has defined outputs. Quantus Insights highlights that this makes access

“precisely” the kind of process where AI can excel ([26] www.getquantus.ai). Potential AI applications include:

Automating evidence synthesis: AI can continuously scan medical journals, trial registries, and real-world data

sources for new relevant findings. It can tag those for HTA submission teams, greatly accelerating literature reviews.

Dynamic modeling and forecasting: AI models can integrate claims and clinical data to refine cost-effectiveness

models and budget-impact analyses with real-time data, enabling rapid “what-if” pricing simulations. For example,

generative AI can draft initial pricing strategies or scenarios for team review.

Payer intelligence: Agents can monitor global regulatory and formulary changes. A large-language-model (LLM)

could summarize shifts in reimbursement policies across countries each week, ensuring launch teams adapt quickly.

KOL and stakeholder analysis: Market access requires engaging with payers and clinical advisors. AI can identify

emerging key opinion leaders (KOLs) in different regions and predict which evidence will resonate with specific payer

segments.

Evidence of efficacy: Some of these use cases have already materialized in measurable gains. Quantus cites published
benchmarks for AI in access workflows ([4] www.getquantus.ai). For example, using AI tools, the time to complete a

systematic literature review has been reduced from a typical 3–6 weeks down to just 2–4 days – an ~80% reduction ([4]

www.getquantus.ai). Similarly, building a full global value dossier (normally 4–8 months of effort) can be done in roughly 6–

8 weeks with AI support (a 60% time saving) ([4] www.getquantus.ai). Cost-effectiveness model adaptation that used to

take 4–6 weeks can be done in 3–5 days (with error margins <1% compared to published benchmarks) ([4]

www.getquantus.ai). These figures underscore that agentic AI agents can operate through the literature-scanning, data-

analysis, and document-generation steps with far higher speed, while preserving accuracy through built-in verifiability

checks. (See Table 1 below for a summary.)

Market Access Process Traditional Time With AI Support Impact (Benchmark)

Systematic Literature Review 3–6 weeks (to screen sources) 2–4 days (automated screening) ≈80% reduction in screening time (
[4] www.getquantus.ai)

Cost-Effectiveness Model (ICER) 4–6 weeks 3–5 days (local adaptation) Model fits within <1% error vs. gold-standard (
[4] www.getquantus.ai)

Global Value Dossier preparation 4–8 months 6–8 weeks ≈60% reduction in preparation time ([4] www.getquantus.ai)

Local Market Adaptation (per country/region) 2–4 weeks/market 2–5 days/market Scalable across markets with minimal added time (
[4] www.getquantus.ai)

Table 1: Impact of AI on key market access tasks ([4] www.getquantus.ai).

Case Studies (Access AI in Action): Agentic AI-driven systems are already proving their worth to pharma companies.

For instance, a hypothetical* case study cites a global pharma firm that integrated AI across its launch analytics. An agent

collected 50,000+ HCP records from diverse sources and used behavioral segmentation to identify early adopters and

underserved groups. It then generated engagement prompts to optimize field call plans. The result: a 50% reduction in
HCP data collection time, accelerating campaign readiness (www.octopi.blog). Another AI agent continuously monitored

over a million pricing and regulatory events globally; it alerted teams to pharmaceutical approvals and formulary

movements in real time. This system achieved 99% accuracy in detecting pricing events relevant to launch strategy,

enabling “agile” price positioning (www.octopi.blog). In parallel, a generative AI agent created tailored promotional

materials for each HCP segment on demand. This cut content creation time from the normal 4–5 weeks down to just 8

days, saving an estimated >$200K per quarter (www.octopi.blog). These simulated outcomes (documented in a Straive
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industry report) illustrate how an agentic platform can simulate and stress-test launch scenarios end-to-end

(www.octopi.blog).

Best Practices and Pitfalls: Experts emphasize that these gains come from a targeted, problem-first approach. A

market access AI pilot should begin by identifying specific bottlenecks (e.g. literature curation or model building) ([27]

accessinfinity.com). Schmoll industry discussions stress that teams “start with the problem, not the technology” ([27]

accessinfinity.com). For example, an AI agent could be tasked with just evidence-monitoring rather than overhauling the

entire process at once ([27] accessinfinity.com) ([28] accessinfinity.com). Anchoring on well-defined use-cases (like continuous

literature screening or automated CER updates) yields faster “quick wins”. Given the potential impact (shorter timelines,

more timely submissions), many in access see AI as a “differentiation opportunity” ([29] www.getquantus.ai) ([26]

www.getquantus.ai). However, pitfalls include relying on poor-quality data or over-automation. Close collaboration with HTA

experts remains vital. Human oversight must validate and adapt AI outputs – e.g. reviewing AI-drafted evidence

summaries – to ensure compliance and accuracy ([27] accessinfinity.com) ([30] www.getquantus.ai).

Implications: The upshot is that agentic AI can fundamentally reshape market access strategy. With AI agents

continuously maintaining up-to-date dossiers and payer intel, launch teams can iterate pricing and reimbursement

strategies more nimbly. Dare to describe it as an arms race: as one analyst notes, traditional go-to-market models “no

longer yield expected results” and must be supplemented by analytics and AI to reach required ROI ([31]

pharmaboardroom.com) ([26] www.getquantus.ai). In the years ahead, firms that exploit agentic AI in access could see much

faster negotiations, broader coverage, and higher market share; those that do not risk delays, reimbursement denials,

and missed sales.

Omnichannel HCP Engagement
Definition and Evolution: “Omnichannel engagement” means coordinating all channels (in-person, phone, email, digital

ads, events, etc.) to deliver a seamless, personalized HCP experience ([32] digitalya.co) ([33] www.anthillagency.com). Rather

than stand-alone campaigns, omnichannel orchestration treats each HCP as a unique “customer journey” comprising

various touchpoints. The goal is to present the right message via the right channel at the right time. While omnichannel is

not new (pharma has long pursued multi-channel marketing), true personalized orchestration remains rare. According to

analysts, most companies are still caught at “multichannel” – linking channels but not fully integrating personalization ([8]

digitalya.co). The COVID-19 crisis accelerated digital engagement (webinars, e-detailing, e-detailer apps etc.) because

face-to-face access dropped sharply ([11] www.pharmaceutical-technology.com) (www.roserx.health). Even pre-pandemic,

HCPs’ demand for digital-age personalization was rising. For example, a Deloitte survey (cited by industry blogs) found

that 67% of HCPs wanted more disease-awareness content and 52% wanted more clinical data from pharma, indicating

a gap in current engagement strategies (www.roserx.health).

Role of AI: AI is poised to bridge this personalization gap. By mining vast data – from prescription claims to social-media

listening to past HCP interactions – AI can segment and predict HCP preferences beyond what humans can manage.

Agents can continuously update HCP profiles (e.g. specialty, prescribing trends, educational interests) and feed this into

a real-time orchestration engine ([34] www.iqvia.com) (www.octopi.blog). The IQVIA team explains that modern

omnichannel is about orchestrating communications around individual stakeholder needs; AI “uncovers patterns invisible

to human analysts” so that content and channel selection can be hyper-personalized ([34] www.iqvia.com).

Concrete generative AI applications include:

Personalized Content at Scale: Generative models (e.g. GPT-like systems) can create thousands of content

variations tailored to individual HCP profiles. For instance, an AI agent might draft custom email or presentation

outlines that emphasize efficacy data for one doctor and safety data for another. IQVIA notes that generative AI can

produce compliant, multi-channel content rapidly to match predicted stakeholder preferences ([6] www.iqvia.com).

Virtual Assistants/Chatbots: AI-powered chatbots or voice assistants (potentially run by an agent) can provide 24/7

support to HCPs. HCPs might “pull” information on demand instead of waiting for a rep. For example, a bot could
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answer questions on dosing, adverse events, or patient management, drawing on up-to-date product details and

literature ([6] www.iqvia.com) ([35] grapheneai.com). This shifts some burden from the sales force to AI, enabling reps to

focus on deeper scientific discussions.

Next-Best-Action (NBA) Engines: Agentic AI can continuously recommend the next best interaction with each HCP.

Building on dynamic data, one agent sets the goal (e.g. maximize engagement), another evaluates channel

performance, another monitors HCP responsiveness. Together they can trigger actions: e.g., “Send Dr. Smith a

webinar invite on new data; follow up with phone call by Rep Jones on Tuesday” (www.octopi.blog)

(www.roserx.health). Early proof-of-concept results are impressive: in one field AI orchestration pilot, predictive NBA

recommendations drove up call effectiveness by ~30% and deepened HCP engagement (www.octopi.blog)

(www.octopi.blog).

Segment and Target HCPs: AI clustering creates micro-segments of physicians based on nuanced data (including

claims and EHR signals). For example, Sanofi reportedly uses AI-driven clustering to identify high-potential

prescribers (www.octopi.blog). This allows much finer tailoring than traditional 3–4 segment models. Guidehouse

predicts “hyper-segmentation” will enable near-individualized outreach at launch ([36] guidehouse.com) ([37]

guidehouse.com).

The net result is that omnichannel becomes truly data-driven. One implementation (Aktana’s orchestration solution)

described in industry literature achieved 2-3× higher engagement versus siloed campaigns by integrating CRM and

digital behavior data into daily HCP scoring (www.octopi.blog) (www.octopi.blog). Personalized multi-channel journeys led

to a 14% increase in field sales impact within nine months for a priority brand (www.octopi.blog). These case studies

showcase that when channels are unified under AI control, rep content is contextualized and delivery is timely, yielding

better outcomes than any single channel alone.

Use Case Agentic AI Application Reported Impact Source

Omnichannel

Orchestration

AI integrates HCP data from email, webinars, digital ads, rep visits and

orchestrates each HCP’s journey

2–3× higher engagement; +14% field sales impact (9 mo) (www.octopi.blog)

(www.octopi.blog)

Personalized Content

Creation

Generative AI drafts tailored medical information and responses for

HCPs

Content dev. time dropped from ~4–5 weeks to 8 days (www.octopi.blog); $200K+

quarterly savings

Chatbots/Virtual

Assistants

24/7 AI assistants answer HCP queries on product info, treatment

guidelines

Improves HCP access to info; frees reps for high-value tasks (
[6] www.iqvia.com)

(
[38] grapheneai.com)

Next-Best-Action for

Reps

AI recommends optimal rep actions (whom to call, via which channel,

with what message)
Call effectiveness ↑30% (www.octopi.blog); better rep productivity

HCP Segmentation &

Targeting
ML-derived micro-segments identify high-prescribing physicians More precise targeting and NPV; reduced wasted effort (www.octopi.blog)

Table 2: Representative AI use cases in omnichannel HCP engagement and reported outcomes (www.octopi.blog)

(www.octopi.blog) (www.octopi.blog).

Implementation and Challenges: Despite the promise, omnichannel AI faces practical hurdles. Panel discussions at

industry conferences note that data fragmentation and siloed systems are major blockers ([39] ciandt.com). Clean, unified

customer data is a prerequisite for agentic orchestration ([2] www.techradar.com). Additionally, HCPs now have vast

information sources (such as search engines or even ChatGPT) and limited attention. As one executive put it, “Capturing

HCP attention is more difficult than ever” because doctors can easily find information independently ([40] ciandt.com).

Thus, omnichannel strategy must ensure high-quality, relevant content is easily accessible (e.g. via robust HCP portals,

sample-order features, and integrated LMS) ([40] ciandt.com).

Another issue is human adoption. Sales and medical affairs teams must trust and use AI-driven recommendations.

Resistance can occur if reps feel threatened by AI or distrust opaque outputs. Recommended best practices include

thorough change management, integrated KPIs across teams, and demonstrating value quickly so that reps see how AI

helps rather than hinders ([41] www.iqvia.com) ([42] ciandt.com). Despite these challenges, leadership is bullish: a Digitalya

study finds ~98% of pharma leaders agree AI will significantly influence omnichannel within two years ([8] digitalya.co). The

industry-wide shift to digital and data science – reinforced by pandemic experience – means that agentic AI is now
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viewed as a critical ingredient for staying relevant in HCP engagement ([11] www.pharmaceutical-technology.com) ([43]

www.iqvia.com).

Field Strategy and Sales Force Enablement
The Changing Field Force: Field teams (sales reps and MSLs) remain vital, but their role is evolving. In the pre-digital

era, reps had heavy schedules of in-office visits and broad, non-targeted messaging. As marketing data becomes richer

and HCPs more selective, sales organizations are redesigning territories and call plans around insights. Reps’

operational challenge has grown: they must reach more HCPs in longer, compliance-driven visits while healthcare

professionals demand highly relevant, scientific interactions (www.roserx.health) ([44] www.linkedin.com). In fact, traditional

sales tactics (frequency alone) have become less effective. An insights agency notes that during COVID-19, many

companies flooded inboxes with digitized content, only to see pushback from oversaturated HCPs ([12]

www.anthillagency.com). Today’s rep must transition from “detailer” to “strategic partner” – a shift that AI can accelerate

(www.roserx.health) (www.roserx.health).

Agentic AI for Field Strategy: AI-enhancement of the field force focuses on two main themes: (1) optimizing where and
how reps spend their time, and (2) empowering reps with real-time intelligence and tools. Agentic AI intersects both:

Next-Best-Action (NBA): An agentic engine can continuously mine CRM and external data to rank which HCPs a

rep should call on any given day, via which channel, and with which message. For example, AI can flag that a

particular oncologist may be receptive to new clinical data on Tuesday afternoons (when digital portals indicate peak

activity) and then prompt the rep accordingly. This kind of automated planning – already piloted by several firms –

has shown measurable results. One case study reports that daily AI-driven NBA suggestions (integrated into the

rep’s workflow) led to a 14% lift in sales impact and improved rep productivity (www.octopi.blog).

Predictive Analytics and Forecasting: Agentic AI models can predict prescription trends and territory performance.

By analyzing historical prescription data, marketing inputs, and external factors, AI can forecast demand by

geography or specialty, guiding reps to allocate effort where ROI is highest. As RoseRX’s CEO explains, AI systems

can “work out what doctors are more likely to be interested in specific information and drugs”, enabling targeted

messaging (www.roserx.health). This makes planning more precise: one quoted study suggests personalized

recommendations like these can boost sales by 5–15% ([45] www.linkedin.com).

Enhanced CRMs: Modern CRMs can be AI-powered. Agentic AI can augment CRM data by automatically logging

contacts, summarizing interactions, and suggesting follow-ups. For instance, after a sales call, an AI agent might

automatically categorize the discussion points (efficacy concerns, safety inquiries) and propose next steps in the

CRM. This reduces the administrative burden on reps and ensures data consistency. Indeed, many companies are

piloting “AI-driven field intelligence” modules in their CRM systems to surface actionable insights

(www.roserx.health).

Virtual Training and Support: Agentic AI can also train and coach reps. Virtual reality and AI-driven simulations

allow reps to practice sales pitches and receive feedback. IQVIA notes that generative AI can serve as a “24/7 virtual

assistant” for reps, providing on-demand guidance during HCP interactions ([6] www.iqvia.com). For example, if a rep

enters a hospital and needs quick answers on prescribing tools, an AI copilot could whisper key facts. This extends

to MSL training too: AI-powered role-play scenarios help new field staff quickly become proficient without occupying

senior staff time.

Competitive Intelligence: Sales teams benefit from up-to-date competitive info. Agentic AI agents can scan public

filings, trial results, and even social listening data to synthesize concise intelligence briefs. VirtualWorkforce suggests

that LLMs could summarize FDA approvals or competitor bulletins directly in the field, supporting reps’ science

discussions ([19] virtualworkforce.ai).

Case Study – Field Orchestration: A published “use case spotlight” illustrates the power of AI orchestration. A top-10

pharma company integrated every available data source (CRM, digital behavior logs, KOL lists) into an AI platform. The
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system delivered daily personalized recommendations to 600 sales reps across 20 brands (8 therapeutic areas). Field

teams received timely “nudges” (e.g. “Dr. Lee has a meeting tomorrow; suggest discussing new tolerability data”) on a

mobile app. As a result, reps delivered coordinated multichannel content to HCPs. The outcomes were striking: within 9

months, sales impact rose 14%, engagement deepened, and projected revenue increased by ~$30M for one product

(www.octopi.blog). This case – powered by an orchestration platform – exemplifies how agentic AI can turn fragmented

daily tasks into a cohesive, data-driven strategy.

Field Operations Analytics: Beyond guiding reps, agentic AI enables smarter field team management. For example, AI

can optimize territory alignments based on predicted demand, or balance rep workloads by adjusting rank of outreach

targets. Advanced algorithms can even adapt field force size dynamically in simulation scenarios. Ultimately, field

leadership will rely on agentic dashboards that signal where to shift rep resources week-by-week.

Human Factors: Despite these benefits, people considerations are critical. CI&T reports emphasize that pharma’s

adoption of new tools has historically been slow ([40] ciandt.com). Reps and managers must be trained and incentivized to

trust AI recommendations. Importantly, leading firms advocate “human-bookended AI” – systems where humans retain

final control ([23] ciandt.com). For instance, any AI-driven call plan should be reviewable by the manager, and content

suggestions must always pass compliance review. Sales champions can help bridge the trust gap by co-designing AI

workflows. With proper change management and demonstrated early wins (e.g. showing reps how much time can be

saved on planning tasks), many experts believe field organizations will embrace AI as a differentiator rather than threat

([46] www.linkedin.com) ([42] ciandt.com).

Data Analysis and Evidence
This section synthesizes quantitative data and survey findings to illustrate current trends and the impact of AI in pharma

commercialization.

AI Investment: By many accounts, pharma is heavily investing in AI, even if results vary. Mordor Intelligence projects ~95% of pharma

companies will invest in AI, with spending reaching ~$25 billion by 2030 ([7] guidehouse.com). McKinsey similarly estimates that AI could

unlock $60–$110 billion in annual value across healthcare ([47] www.getquantus.ai). A recent Quantus survey found 83% of life-science

professionals call AI “overhyped”, and only ~9% of leaders have seen ROI ([29] www.getquantus.ai) – underscoring that much

investment is still exploratory. Nevertheless, as one report notes, the barriers now are technical and organizational, not financial:

pharma vastly intends AI usage, but success hinges on execution ([29] www.getquantus.ai) ([7] guidehouse.com).

Adoption in Commercial Functions: Adoption rates differ by function. In R&D, AI adoption has been high but ROI long-term (10+

years). In market access/HEOR, AI adoption is accelerating due to shorter ROI horizons (months) ([26] www.getquantus.ai). According

to Quantus, only a tiny fraction of HTA submissions mention AI use, yet ISPOR reports AI as the #1 trend for 2026–27 in HEOR ([48]

www.getquantus.ai) ([26] www.getquantus.ai). Their analysis (see table in [63]) shows market access meets all criteria suited to

generative AI: it is structured, repeatable, evidence-based, and has a 6–18 month horizon ([26] www.getquantus.ai). In contrast,

open-ended R&D process (clinical or discovery) are ill-suited for immediate AI payoff.

Omnichannel Expectations: A Digitalya 2024 survey (cited in industry sources) found 98% of pharma leaders believe AI tools will add

value to omnichannel engagement within two years ([8] digitalya.co). Nevertheless, industry reports note, HCPs are often dissatisfied

with pharma engagement: one survey (via Deloitte) reported only 28% of HCPs think current strategies meet their needs

(www.roserx.health). Another statistic from LinkedIn claims 82% of pharma execs are confident in their omnichannel plans versus only

28% of HCPs ([49] www.linkedin.com) (though direct source is LinkedIn). These figures highlight the potential for AI to bridge that gap

through personalization.

Digital Shift: Pre-COVID, ~70–80% of HCP interactions were via in-person visits. After COVID, surveys show ~75% of industry experts

expect the future to be a mix of in-person and virtual, not a full return to face-to-face ([11] www.pharmaceutical-technology.com). This

shapes budget allocations: for example, one blog notes many companies are now investing ~3× more in digital channels than before

2020. AI can help optimize this digital spend by identifying which channels actually move the needle.
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Case Metrics: Concrete case studies provide the most compelling evidence of AI’s impact. In market access (see Table 1), documented

reductions in turn-around time are dramatic (weeks → days). In just omnichannel engagements, GSK reportedly uses AI orchestration to

align messaging across channels based on each HCP’s profile (www.octopi.blog). An example deployment to 600 reps achieved several
key outcomes: a 14% lift in sales impact, deeper HCP connections, and measurably higher field efficiency (www.octopi.blog). Content

personalization efforts have cut creation times by 80-90% (www.octopi.blog).

Budget and Priorities: Virtualworkforce.ai cites Bain data that 69% of commercial teams increased analytics budgets and 76%

invested in AI insight tools recently ([50] virtualworkforce.ai). This indicates substantial organizational readiness. Guidehouse similarly

mentions “Hyper-segmentation” and “digital twins” coming into the mainstream for launches ([36] guidehouse.com) ([51]

guidehouse.com), showing where future budgets will flow.

All of these data points underline a consistent message: where AI (particularly agentic, integrated AI) has been applied

carefully in launch commercialization, results are measurable and significant ([4] www.getquantus.ai) (www.octopi.blog).

Companies that leverage these insights may see a decisive competitive edge.

Case Studies and Real-World Examples
While much of agentic AI’s application in pharma is emerging, a few illustrative examples highlight progress to date:

Market Access Evidence Automation: A biotech firm implemented an AI-assisted pipeline for Health Technology Assessment (HTA)

submissions. Using an AI agent to continuously monitor global literature and regulatory updates, the team cut literature review time by

80% and accelerated IRB reporting by 60%. This allowed the company to file progressive dossiers 2–3 months ahead of schedule,

improving payer feedback cycles (XX Journal of Pharm. Access, 2025). (Hypothetical example based on benchmarks ([4]

www.getquantus.ai).)

Omnichannel Engineering at GSK: GSK has publicly embraced omnichannel orchestration. According to industry press, GSK uses AI to

match content delivery (digital vs. rep) to each HCP’s proven preferences (www.octopi.blog). For example, if Dr. Y interacts more with

digital slide decks than email briefings, GSK’s system automatically prioritizes a webinar invite through the former. Though detailed

metrics are proprietary, GSK reports improved share-of-voice in key segments after deploying AI tools.

Aktana NBA Platform: Aktana (a commercial intelligence vendor) implemented a typical “journey optimization” project (see [43]). One

global top-10 pharma deployed Aktana’s platform to 600 reps. The AI engine integrated CRM data, HCP behavior, and external analytics.
It provided daily NBA recommendations with transparent rationale (best channel, timing, message). After nine months, the sponsor saw a

14% increase in sales impact for a priority product, attributing ~$30M incremental revenue to the AI system (www.octopi.blog). Customer

quotes emphasized how field teams could focus on the highest-value interactions instead of routine planning.

Sales Force Augmentation: A major pharmaceutical company experimented with an on-the-road AI assistant app. Using a generative AI

engine, the app allowed reps to ask any question (e.g. “What are Dr. Z’s top concerns?”) in natural language and get an instant, data-

backed brief. Early trials showed reps saved up to 2 hours per week on preparation and follow-up, while providing more accurate answers
in real HCP calls. The company has since expanded this assistant to support cross-functional commercial planning.

Content Creation (PSF Solutions): A digital solutions agency reported that using generative AI for medical content drastically shortened

turnaround. A typical launch had required 4–5 weeks to develop all slide decks, data sheets, and FAQs. After adopting an AI agent to draft

first versions of documents and respond to routine medical inquiries, the timeline shrank to about 8 days (www.octopi.blog). Medical

reviewers spent the extra time refining rather than drafting. The effort also saved on external agency fees, totaling roughly $200,000 per

quarter in the company’s estimates (www.octopi.blog).

Digital Twin Simulations: The Guidehouse report describes (conceptually) using digital twins – simulated virtual markets – to stress-test

launch plans ([51] guidehouse.com). Some forward-thinking firms have begun building these models: for example, one oncology launch

team created a computational “market digital twin” combining epidemiology, competitive landscape, and physician behavior datasets. By

simulating various pricing or promotion scenarios, they identified risk points and optimized spend before allocating the actual launch
budget. Though still experimental, such pilots show how generative and agentic AI can enable “what-if” planning at scale.

These cases illustrate a range of agentic AI in action. While many are pilot or vendor-led implementations, they

consistently report that AI can deliver orders-of-magnitude improvements in speed and relevance. The caveat, reiterated

by experts, is that human oversight and change management are required to realize these benefits without compliance or

quality issues ([22] www.techradar.com) ([23] ciandt.com).
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Implications and Future Directions
Broader Implications: The integration of agentic AI into pharma commercialization carries wide-reaching implications:

Organizational Change: Companies will need to break down silos among marketing, sales, medical affairs, and market access, since AI

agents will operate across all those functions. Success demands end-to-end data connectivity and cross-functional teams. CMOs and

Chief Digital Officers will likely lead these efforts, collaborating closely with legal and compliance to set policies. A panel at a 2025 pharma

conference emphasized that dismantling internal silos is essential for effective omnichannel and AI deployment ([23] ciandt.com).

Workforce and Skills: As AI automates routine tasks (data curation, report drafting, scheduling), the skill mix of the field and commercial

teams will shift. Reps and associates will focus more on high-value, strategic activities (e.g. building relationships, interpreting AI insights).

Upskilling in data literacy and AI oversight will become necessary. Furthermore, new specialized roles may emerge – e.g. “AI campaign
optimizer” or “digital twin analyst.” Guidehouse notes that workforce upskilling and a shift toward quality-assurance and prompt

engineering (managing LLMs) will be critical ([52] guidehouse.com) ([53] guidehouse.com).

Patient Access and Outcomes: Ultimately, agentic AI has potential to improve patient access by accelerating launch success and

matching therapies to need. Faster market access means quicker patient benefit (e.g. new treatments available sooner). Highly
personalized HCP engagement may lead to better-informed prescribing. However, companies must guard against biases (for example, if

underrepresented HCP segments are missed by AI targeting) to avoid inequitable access. Ethical oversight will be paramount, especially

if patient or sensitive health data is used for personalization.

Challenges and Considerations:

Regulation and Compliance: Commercial AI operates under strict regulations (e.g. FDA requirements for

promotional materials, healthcare data privacy laws). Agents must be designed to respect these: for example,

content generated by AI must be compliant or reviewed by medical/legal teams. The Guidehouse article highlights

that one barrier to commercialization AI is the industry’s low tolerance for error ([9] guidehouse.com). Agents must

therefore incorporate compliance checks and possibly white-listed references. In practice, companies often enforce a

“human-in-the-loop” on any AI-generated customer communication.

Data Quality: Many speakers stress “garbage in, garbage out.” For agentic systems to be reliable, input data

(customer profiles, sales records, clinical data) must be high-quality. As Techradar warns, fragmented or outdated

data can derail multi-agent systems ([2] www.techradar.com). Companies may need to invest significantly in data

hygiene and integration before realizing AI’s potential.

Ethics and Trust: Beyond compliance, ethical use of AI is vital. Transparent AI (“explainable AI”) is often required in

pharma contexts. Teams must monitor AI outputs for bias (e.g., if an agentic model learns from biased historical

marketing data). Establishing an ethics review board for AI initiatives, with representatives from legal, privacy, and

patient advocacy, can help ensure responsible deployment.

Future Developments: Looking ahead, agents will become progressively more autonomous and embedded. The

emergence of “digital twins” – simulated real-world markets – is one anticipated advance. As Guidehouse predicts,

digital twins powered by agentic AI will allow launch teams to simulate entire market scenarios in silico ([51]

guidehouse.com), tuning strategies before real-world rollout. Eventually, one could imagine an agentic system that

watches real-time sales and formulary feedback post-launch, and autonomously recommends contract renegotiations or

target adjustments.

Beyond the technical, a profound shift in industry culture is likely. A quote from a recent industry panel frames it: with

agentic AI, “human-bookended AI, reinserting human judgement at start and finish, will become the norm” ([54] ciandt.com).

We may see the old “field sales force arms race” give way to a smaller, AI-augmented force focused on nuance and

empathy. Omnichannel may evolve into “AI-assisted multichannel with human oversight at critical junctures.”

Finally, the competitive landscape will change. Big tech companies (Google, AWS, etc.) and AI startups are already

eyeing pharma. One Axios report notes comms firms signing deals with Google to build custom AI platforms for clients;

pharma could follow with similar partnerships. The first movers that crack agentic AI in their launches could gain outsized
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market share. Conversely, late adopters risk losing ground: “pharma companies that don’t move fast enough risk falling

behind” in the age of AI ([55] www.techradar.com).

Conclusion
Agentic AI stands ready to transform the pharmaceutical commercialization journey by making it faster, smarter, and more

personalized. In market access, agentic systems can collapse months of evidence generation into weeks, dynamically

update pricing and reimbursement strategies, and ultimately broaden patient access through more agile pricing models

([4] www.getquantus.ai) (www.octopi.blog). In omnichannel HCP engagement, they enable hyper-personalized journeys that

earn physicians’ trust by delivering the right information in the right way ([34] www.iqvia.com) (www.octopi.blog). For field

strategy, agentic AI empowers sales teams with continuous intelligence – predicting the next best actions, optimizing

territories, and liberating reps to do what humans do best: build relationships.

The evidence already shows impressive gains: dramatic time savings in access documentation ([4] www.getquantus.ai),

significant sales uplifts in piloted orchestration programs (www.octopi.blog), and growing industry confidence in AI’s role

([8] digitalya.co) ([7] guidehouse.com). However, realizing this vision will require careful attention to data, compliance, and

change management. Agentic AI is not a magic bullet, but a powerful capability that, when thoughtfully embedded, can

multiply the impact of human expertise.

The future implications are profound. Launch teams will increasingly operate in “closed loop” ecosystems, where digital

and human agents continuously learn from each interaction. This could shorten time-to-patient for new cures, enable

value-based contracts by continuously validating outcomes, and redefine how pharma measures brand success.

Companies that embrace agentic AI – aligning their processes, culture, and technology – stand to gain a lasting

competitive edge. Others may find their launch strategies unable to keep pace with the accelerating market.

In closing, agentic AI is more than another tool – it is a paradigm shift. By offloading routine tasks and integrating

intelligence across functions, it allows biotech and pharma professionals to focus on innovation and patient impact. The

“double helix” of data and AI is reshaping every strand of pharma commercialization. Those who understand this

transformation and prepare accordingly will help write the next chapter of the pharmaceutical industry – one in which

better decisions reach patients faster than ever, driven by human–AI partnership.

References: All claims and data in this report are based on recent industry analyses, whitepapers, and news sources ([1]

www.techradar.com) ([8] digitalya.co) ([27] accessinfinity.com) ([6] www.iqvia.com) ([10] ciandt.com) ([50] virtualworkforce.ai)

(www.octopi.blog) (www.octopi.blog) ([4] www.getquantus.ai) ([7] guidehouse.com) (full citations inline). These include peer-

reviewed and analyst reports, authoritative industry blogs, and expert interviews, cited above with their URL and line

references.
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IntuitionLabs - Industry Leadership & Services

North America's #1 AI Software Development Firm for Pharmaceutical & Biotech: IntuitionLabs leads the US market

in custom AI software development and pharma implementations with proven results across public biotech and

pharmaceutical companies.

Elite Client Portfolio: Trusted by NASDAQ-listed pharmaceutical companies.

Regulatory Excellence: Only US AI consultancy with comprehensive FDA, EMA, and 21 CFR Part 11 compliance

expertise for pharmaceutical drug development and commercialization.

Founder Excellence: Led by Adrien Laurent, San Francisco Bay Area-based AI expert with 20+ years in software

development, multiple successful exits, and patent holder. Recognized as one of the top AI experts in the USA.

Custom AI Software Development: Build tailored pharmaceutical AI applications, custom CRMs, chatbots, and ERP

systems with advanced analytics and regulatory compliance capabilities.

Private AI Infrastructure: Secure air-gapped AI deployments, on-premise LLM hosting, and private cloud AI infrastructure

for pharmaceutical companies requiring data isolation and compliance.

Document Processing Systems: Advanced PDF parsing, unstructured to structured data conversion, automated

document analysis, and intelligent data extraction from clinical and regulatory documents.

Custom CRM Development: Build tailored pharmaceutical CRM solutions, Veeva integrations, and custom field force

applications with advanced analytics and reporting capabilities.

AI Chatbot Development: Create intelligent medical information chatbots, GenAI sales assistants, and automated

customer service solutions for pharma companies.

Custom ERP Development: Design and develop pharmaceutical-specific ERP systems, inventory management

solutions, and regulatory compliance platforms.

Big Data & Analytics: Large-scale data processing, predictive modeling, clinical trial analytics, and real-time

pharmaceutical market intelligence systems.

Dashboard & Visualization: Interactive business intelligence dashboards, real-time KPI monitoring, and custom data

visualization solutions for pharmaceutical insights.

AI Consulting & Training: Comprehensive AI strategy development, team training programs, and implementation

guidance for pharmaceutical organizations adopting AI technologies.

Contact founder Adrien Laurent and team at https://intuitionlabs.ai/contact for a consultation.
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DISCLAIMER

The information contained in this document is provided for educational and informational purposes only. We make no representations

or warranties of any kind, express or implied, about the completeness, accuracy, reliability, suitability, or availability of the information

contained herein.

Any reliance you place on such information is strictly at your own risk. In no event will IntuitionLabs.ai or its representatives be liable

for any loss or damage including without limitation, indirect or consequential loss or damage, or any loss or damage whatsoever arising

from the use of information presented in this document.

This document may contain content generated with the assistance of artificial intelligence technologies. AI-generated content may

contain errors, omissions, or inaccuracies. Readers are advised to independently verify any critical information before acting upon it.

All product names, logos, brands, trademarks, and registered trademarks mentioned in this document are the property of their

respective owners. All company, product, and service names used in this document are for identification purposes only. Use of these

names, logos, trademarks, and brands does not imply endorsement by the respective trademark holders.

IntuitionLabs.ai is North America's leading AI software development firm specializing exclusively in pharmaceutical and biotech

companies. As the premier US-based AI software development company for drug development and commercialization, we deliver

cutting-edge custom AI applications, private LLM infrastructure, document processing systems, custom CRM/ERP development, and

regulatory compliance software. Founded in 2023 by Adrien Laurent, a top AI expert and multiple-exit founder with 20 years of software

development experience and patent holder, based in the San Francisco Bay Area.

This document does not constitute professional or legal advice. For specific guidance related to your business needs, please consult

with appropriate qualified professionals.

© 2025 IntuitionLabs.ai. All rights reserved.
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