
INTUITIONLABS / RESEARCH & PRACTICAL GUIDANCE

Agentic AI in Pharma Sales: Sanofi &
Snowflake Cortex

Build practical AI for pharma and biotech with IntuitionLabs. We help life-science teams turn complex
information and workflows into useful software, governed knowledge systems and AI tools.

Published by IntuitionLabs · 2026-06-03 · agentic ai · pharma sales · snowflake cortex · elementum ai · commercial operations · life
sciences · ai governance · sales automation

Original article: https://intuitionlabs.ai/articles/agentic-ai-pharma-sales-sanofi-snowflake-cortex

IntuitionLabs

Pharma & biotech AI consulting · Custom software · Data engineering Page 1 of 17

https://intuitionlabs.ai/articles/agentic-ai-pharma-sales-sanofi-snowflake-cortex


In this article
1. Executive Summary

2. Introduction and Background

3. Concierge for Field: Launch and Capabilities

4. Technology Architecture: Snowflake Cortex AI and Elementum

5. Snowflake Cortex AI (and CoWork)

6. Elementum AI (Intelligent Orchestration)

7. Agentic AI in Pharma Field Sales

8. Data Strategy and Infrastructure

9. Case Studies and Industry Examples

10. Commercial AI Operating-Model Considerations

11. Implications and Future Directions

12. Conclusion

Executive Summary
In June 2026, at Snowflake Summit 26 in San Francisco, Sanofi unveiled “Concierge for Field,” an AI‐driven
“agentic” sales support tool built on Snowflake’s Cortex AI platform and the Elementum AI orchestration
engine (www.streetinsider.com) (www.sigmoid.com). Concierge for Field allows Sanofi’s pharmaceutical sales
reps to prepare for doctor visits simply by conversing with the agent. In seconds (not hours), it identifies the
highest-priority physicians in a rep’s territory (based on specialty, prescription history, and past engagement),
generates tailored call plans, and delivers them via email (www.streetinsider.com) (www.snowflake.com).
Snowflake and Elementum together enable this by unifying Sanofi’s data in Snowflake’s secure data cloud and
orchestrating AI agents and traditional logic across it (www.streetinsider.com) (www.snowflake.com). In effect,
Sanofi is “building AI directly on our data” to transform its entire commercial model across R&D,
manufacturing, and sales (www.fiercepharma.com) (www.streetinsider.com).

This announcement underscores a broader industry shift: leading pharma and life-sciences companies are
rapidly adopting AI, especially generative and agentic AI, to turbocharge commercial operations. For example,
two-thirds of surveyed life-sciences firms already use AI, and over 80% report revenue uplift from these tools
(blogs.nvidia.com); McKinsey estimates generative AI could create $18–30 billion in value in pharma
marketing and sales alone (www.mckinsey.com). However, experts caution that realizing this promise requires
re-engineering the operating model. New roles, data pipelines, and governance must be defined before
agents can act autonomously . Industry playbooks emphasize cross-functional teams, aligned incentives, and
robust ‘AI owners’ to oversee decision logic and compliance (www.odaia.ai) (www.odaia.ai).

This report provides an in-depth analysis of Sanofi’s Concierge for Field launch and its context. We review the
technologies (Snowflake Cortex AI, CoWork, Elementum AI) and methods enabling agentic field‐sales tools,
present case studies and data on AI‐powered sales, and discuss the organizational and regulatory
implications. Data and expert opinions are cited throughout. The report concludes with a discussion of future
directions for AI in pharma commercial operations.
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Introduction and Background
The pharmaceutical industry has historically relied on large field sales forces and extensive marketing
campaigns to engage healthcare professionals (HCPs). Sales reps spend countless hours preparing doctor-
call plans by manually researching physician specialties, prescription patterns, past meeting notes, and current
promotional strategies. These “spray-and-pray” tactics are increasingly unsustainable. Data analytics,
omnichannel outreach, and predictive models have gradually replaced blunt tactics (www.pharmexec.com). Yet
as one industry analysis notes, many traditional omnichannel investments yielded only “mixed” results:
systems often remained siloed, recommendations stale, and human workflows unchanged
(disrupting.healthcare) .

In recent years, generative AI has emerged as a transformative enabler in life sciences. By 2025, studies
showed massive potential: e.g. McKinsey projected that generative AI could unlock $60–110 billion in value
across healthcare and life sciences (www.mckinsey.com), with $18–30 billion in pharmaceutical commercial
operations alone. NVIDIA’s industry survey (603 professionals) found 81% of companies using AI saw revenue
gains and 78% plan to increase AI budgets this year (blogs.nvidia.com) (blogs.nvidia.com). Similarly, law‐firm
surveys reported 75% of life-science companies had started AI projects within two years, and 86% planned
further AI deployments (www.axios.com). Notably, use cases span R&D (drug discovery) to manufacturing to
marketing (www.axios.com) (blogs.nvidia.com).

However, such rapid AI adoption brings challenges. Many life-science firms lag on governance: only ~50%
have formal AI policies or audits in place (www.axios.com). Compliance, patient privacy, and medical safety
impose extra constraints. Experienced analysts warn that agentic AI (systems that take autonomous actions)
will expose shortcomings in organizational design (disrupting.healthcare) . For example, legacy data
architectures built on weekly CRM syncs cannot support the real-time decisioning agents promise . Similarly,
corporate approval processes and roles must shift from quarterly campaigns to continuous, automated
workflows. (disrupting.healthcare)is context, Sanofi’s Concierge for Field is both pioneering and instructive. By
embedding an agentic AI directly into its unified data cloud, Sanofi aims to become “the first biopharma
company powered by AI at scale” (www.fiercepharma.com) (www.streetinsider.com). Its rollout at Snowflake
Summit 2026 exemplifies the intersection of cloud‐native data platforms, generative AI, and commercial
operations.The following sections examine this development in detail.

Concierge for Field: Launch and Capabilities
At Snowflake Summit 26 (June 2, 2026), Snowflake announced that Sanofi had launched “Concierge for
Field” – an AI agent designed to assist Sanofi’s global pharmaceutical salesforce (www.streetinsider.com).
This announcement was part of Snowflake’s major press event (“Sanofi Chooses Snowflake to Accelerate its
AI-Powered Drug Development”) (www.streetinsider.com). The key capabilities of Concierge for Field include:

AI‐Driven Pre‐Call Planning: A sales rep simply asks Concierge, in natural language, for a “pre-call
plan” for upcoming HCP visits. Within seconds, Concierge analyzes the rep’s territory data and returns
the highest-priority physicians for the next call, based on each physician’s specialty, prescribing
history, recent interactions, etc (www.streetinsider.com) (www.fiercepharma.com). It also compiles
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relevant background (past engagement notes, market trends, competitor activity) and generates a
patient-focused call agenda. The full plan is emailed instantly to the rep, replacing what formerly took
hours of manual research (www.streetinsider.com) (www.fiercepharma.com).

Multimodal Data Integration: Concierge takes advantage of Snowflake’s unified data store to correlate
structured and unstructured data. According to Snowflake, Concierge “turns conversations, documents
and images into intelligent insights” (www.snowflake.com). For example, it can incorporate recent
clinical publications, formulary updates, or digital-ad engagement metrics into its recommendations,
because Snowflake Cortex AI supports querying and analyzing disparate data (text, images, etc.) via
SQL or API (www.snowflake.com) (www.snowflake.com).

Conversational Interaction: The rep interacts with Concierge through a chat-style interface (e.g. a
messaging app or Snowflake CoWork UI). The agent conducts a “single conversation” with the rep: as
the rep clarifies needs or asks follow-up questions, Concierge refines its suggestions in real time. This
conversational workflow contrasts with static dashboards or reports. Sanofi’s press release emphasizes
that “in a single conversation, a rep can ask for a pre-call plan” and immediately receive an updated plan
(www.streetinsider.com).

Deploy Across Global Sales: Concierge is not a one-off demo. Snowflake’s news expressly positions it
as a “new blueprint for AI-powered biopharma”, with Concierge as the “most visible example”
(www.streetinsider.com) (www.streetinsider.com). Sanofi intends to scale Concierge across its
thousands of reps worldwide. By integrating with Snowflake’s secure cloud, every regional sales team
can access the same AI tool and data models simultaneously.

Expanding to Other Roles: The Snowflake press release makes clear that Concierge is part of a
broader AI strategy. Sanofi says it is “deploying AI agents across R&D, procurement, IT, HR, and field
sales” (www.investing.com) (www.streetinsider.com). In other words, Concierge is the field-sales pilot;
similar agentic tools will support drug research, supply chain, and administrative operations. This end‐to‐
end vision underscores Sanofi’s claim to be reinventing “how the company runs, from R&D to
manufacturing to commercial” (www.fiercepharma.com).

In summary, Concierge for Field transforms field‐sales preparation. Instead of sifting through multiple CRM
screens, cold call lists, and reports, a rep can engage an AI agent that instantly prioritizes accounts and crafts
a tailored call plan. Early results (from Sanofi’s description) show experimental queries that “used to take
hours of manual research now happen in seconds” (www.streetinsider.com) (www.fiercepharma.com). This
dramatic efficiency gain aligns with other case studies: for example, a similar AI solution saved each rep ~280+
hours per year (www.sigmoid.com). Table 1 below summarizes how Concierge compares to traditional
methods (see Table: Traditional vs. AI-Driven Call Planning, below).
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Technology Architecture: Snowflake Cortex
AI and Elementum
Concierge for Field is made possible by two key technologies: Snowflake Cortex AI (with Snowflake CoWork)
and Elementum AI. Together they provide a data platform, AI engine, and agent orchestration. We describe
each component’s role below.

Snowflake Cortex AI (and CoWork)
Snowflake Cortex AI is Snowflake’s new generative-AI platform built into its Data Cloud (www.snowflake.com).
It embeds state-of-the-art large language models (LLMs) directly next to users’ data. Some highlights (from
Snowflake’s documentation and press statements) include:

Integrated LLMs and Data: Cortex lets users “access industry-leading LLMs at scale directly in SQL or
via APIs” (www.snowflake.com). Snowflake provides serverless functions to call models like OpenAI
GPT, Anthropic Claude, Mistral, Meta Llama, etc. (www.snowflake.com). Crucially, these LLMs can read
and write Snowflake data without moving it off-platform. For example, a rep’s query can join the CRM
dataset (listing patient call history) with a ChatGPT-like summarization of recent news articles, all inside
Snowflake. This tight integration means the AI agent has fresh data: calls, prescriptions, market metrics,
etc., and can generate insights (“the highest-priority HCP”) on top of it.

Multimodal Analysis: In addition to text, Cortex can work with images and documents. Its Cortex AI
Functions allow SQL queries that analyze images, audio, and text in the warehouse
(www.snowflake.com). This means the Concierge agent could, if configured, scan a doctor’s recent
slides or research PDFs to inform a conversation plan.

Agent Orchestration (“Cortex Agents”): Cortex includes infrastructure to build AI “agents” that
orchestrate workflows (www.snowflake.com). These agents can call external APIs, apply logical rules,
and chain reasoning steps. In practice, Concierge for Field is one such agent built on Cortex. Under the
hood, Snowflake’s developer occupies a console to link data, define prompts, and configure decisions.
For example, one step might be “rank HCPs by predicted prescribing potential,” which the agent
executes by calling a predictive model on Snowflake data and sorting the results.

Snowflake CoWork – Personal AI Assistant: Complementing Cortex is Snowflake CoWork, a
personal AI assistant aimed at knowledge workers (www.snowflake.com). CoWork “lives next to your
data, learns how you work, and acts across the tools your business already uses”
(www.snowflake.com). It offers a conversational interface (chat window) where users can ask business
questions in natural language. CoWork can perform “deep research” across the data estate and even
integrate with enterprise apps like Slack, Salesforce, Outlook, etc. (www.snowflake.com)
(www.snowflake.com). In Sanofi’s case, CoWork likely provides the user interface for Concierge: the
sales rep may chat with Concierge inside CoWork’s controlled environment. Snowflake markets CoWork
as letting users “answer the ‘why’ questions that used to take days… [getting] cited reports in minutes”
(www.snowflake.com).
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Together, Cortex AI and CoWork ensure that AI models operate entirely inside Snowflake’s secure
perimeter. No sensitive HCP or patient information leaves the governed data lake (www.snowflake.com)
(www.snowflake.com). Snowflake’s documentation emphasizes that security controls, access policies, and
data lineage apply end-to-end, maintaining compliance while enabling AI. As Snowflake notes, one benefit is
that “structured and unstructured data [are] in one place” under a unified security model (www.snowflake.com)
(www.snowflake.com).

Elementum AI (Intelligent Orchestration)
While Cortex provides the AI brains, Elementum AI provides the orchestration framework to build reliable
enterprise agents. Elementum is a Snowflake partner whose platform “replaces legacy SaaS” by automating
business processes with AI workers (www.snowflake.com). Key features relevant to Concierge include:

CloudLink Architecture: Elementum’s patented CloudLink ensures data never leaves the customer’s
environment (www.snowflake.com). Instead of trying to batch-export data into a 3rd-party app,
Elementum “connects your data, AI, and human workforces” securely on Snowflake
(www.snowflake.com). This fits Snowflake’s model: Elementum workflows simply run
Groups/Tasks/Procedures inside Snowflake without external data movement. The BusinessWire release
explicitly describes how Sanofi “unified its data on Snowflake” and “paired with agentic capabilities”
including Elementum and CoWork (www.streetinsider.com).

AI‐Human Orchestration: Elementum allows workflow steps to invoke AI models when appropriate, or
fall back to rule-based logic or human input otherwise. As one Elementum article explains: their
orchestration engine “chooses AI, rules, or human per step” to balance cost and accuracy
(www.elementum.ai). In practice, Sanofi’s enrollment of Concierge likely required building multi-step
processes: e.g. “for each rep call, gather data → run AI prioritization → generate email draft → human
review (if needed) → send email.” Elementum ensures this pipeline executes end-to-end and logs each
step. This enterprise-grade orchestration is more robust than simple point-solution chatbots. Elementum
boasts that it can manage “all native and third-party agents in one secure, cost-effective platform” to
minimize errors (www.snowflake.com).

No Vendor Lock-In: Crucially, Elementum advertises vendor neutrality. Its CloudLink design means
Sanofi can swap out any AI model or tool without changing the data pipeline (www.elementum.ai). For
example, if in future Sanofi wanted to use a different LLM or analytics service, Elementum and
Snowflake allow that transition without data migration. As an Elementum whitepaper puts it, the
customer’s “data is always yours” with “zero switching cost” between models (www.elementum.ai). This
aligns with Sanofi’s strategy of owning its data, rather than locking it into proprietary marketing software.

In summary, Snowflake Cortex + CoWork provide the AI infrastructure next to Sanofi’s data, while
Elementum AI provides the workflow engine that glues together data queries, AI/ML calls, and human
interactions. The combination means Concierge for Field can operate at enterprise scale: it flexibly uses AI
models (Snowflake’s LLMs) where needed, uses monitored logic for edge cases, and stays entirely integrated
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with Sanofi’s systems. This is a departure from older vendor apps: instead of exporting HCP data to a
standalone analytics tool, Sanofi now runs the analytics in‐place, saving time and risk (www.snowflake.com)
(www.elementum.ai).

Agentic AI in Pharma Field Sales
Agentic AI refers to AI systems that do more than answer queries – they act autonomously to achieve goals.
In pharmaceutical commercial terms, an agentic system behaves like a “governed digital teammate” for sales
and marketing tasks (disrupting.healthcare). Unlike traditional analytics (which merely give recommendations),
agentic tools execute multi-step workflows: they decide “which channel to use, which message to send, and
when to act” for a marketing objective (disrupting.healthcare). Concierge for Field exemplifies this: it
implements a plan rather than just suggesting one.

Disrupt.Healthcare’s analysis of “Agentic AI in Life Sciences Commercial” provides insight into what this means
for sales. They define an agentic AI in pharma as one that “can plan, decide and take actions across defined
workflows” (disrupting.healthcare). For example, an agentic field-sales app might autonomously schedule rep
visits, trigger emails or ads, and adapt those plans based on outcomes – all within guardrails. Key properties of
such an agent include:

Goal-Driven and Persistent: An agentic system receives a clear objective (e.g. “maximize engagement
quality with my oncology physicians this quarter”) and autonomously pursues it by selecting actions.
Importantly, it maintains state over time: it remembers what contacts have been tried and how they
responded, and it continuously adjusts its strategy (disrupting.healthcare). This is unlike a one-off
campaign model. In practical terms, Concierge can recall earlier conversation with a rep in the same
session, and Elementum’s workflow maintains context across calls.

Data-Driven and Connected: Agentic AI requires live data access to function effectively. For example,
Concierge for Field must know immediately if a physician’s prescribing pattern has changed yesterday,
so that it can re-prioritize them. As analysts warn, typical pharma data flows (CRM updated
weekly/monthly) cannot support continuous decisioning . Sanofi addresses this by centralizing key data
in Snowflake (the press release notes that early dashboard-style projects left “most data untapped” until
Snowflake/Elementum unified it (www.streetinsider.com)). In effect, Concierge gets up-to-the-minute
data on HCP interactions, market share, and even digital metrics.

Omnichannel Orchestration: A true agentic system coordinates across channels. Instead of separate
teams running email blasts, roadshow tours, and social media posts in isolation, an agentic approach
would see one system determining the best mix. Disrupt.Healthcare cautions that the transition requires
moving beyond siloed channels: “Agentic AI breaks” the campaign model and demands new designs
where “a system makes hundreds of micro-decisions per day” . In Sanofi’s case, Concierge currently
focuses on in-person visits (physician calls). But the architecture (Snowflake Cortex + Elementum) could
eventually orchestrate email outreach or digital ads in coordination with field scheduling.
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Human Oversight and Governance: Because agents act autonomously, governing them is crucial.
Sanofi’s Concierge operates under clear boundaries – it cannot, for instance, make any claim to doctors
beyond approved label information. Snowflake’s press release and executives emphasize that all AI
content is built on Sanofi’s own data and approvals (www.fiercepharma.com) (www.streetinsider.com).
Disrupt.Healthcare emphasizes that agentic systems must have human-defined “guardrails” and
oversight: e.g. Sanofi’s leadership has stated publicly that new approval processes, data infrastructure,
and roles are prerequisites for their AI strategy (disrupting.healthcare) (disrupting.healthcare). In
practice, this means Concierge might require a medical-review step before sending any plan if certain
high-risk topics arise.

In short, Concierge for Field is not just a “chatbot”. It is an autonomous field-sales assistant that connects
Sanofi’s data, AI models, and business rules to execute sales preparation on behalf of reps. Its launch
provides a case study in agentic commercial AI, illustrating both the capabilities and the operational
changes required to adopt them.

Data Strategy and Infrastructure
A central enabler of Sanofi’s new agentic tools is the unification of data. Prior to Snowflake, Sanofi (like many
pharma) had built BI dashboards with data scattered in silos (www.streetinsider.com). The Snowflake-
Elementum partnership allowed Sanofi to bring this data into a single cloud platform, treating data as a
reusable product. As Snowflake’s sales pitch highlights, Sanofi has worked with Elementum to “unified its data
on Snowflake” and then apply AI directly on it (www.streetinsider.com).

Key aspects of Sanofi’s data strategy include:

Enterprise Data Cloud: Sanofi’s global CRM, claims, prescription history, KOL (Key Opinion Leader)
databases, prior marketing engagement logs, and other HCP data are all ingested into Snowflake’s Data
Cloud. This also likely includes real-world evidence (RWE) clinical and market datasets. By centralizing,
Sanofi eliminates mismatches between regions and ensures all AI agents see consistent information.
The press release explicitly notes that before unification, Sanofi’s thousands of dashboards left “most of
the underlying data untapped” (www.streetinsider.com). Snowflake consumption (noted publicly) has
grown as Sanofi adds use cases.

Real-Time and Near-Real-Time Pipelines: To support continuous decisioning, Sanofi is moving toward
low-latency data feeds. Snowflake Cortex and Elementum expect data updates within minutes or hours,
not days. For example, if a rep logs notes on a call today, those notes will quickly appear in Snowflake
so Concierge can recall them tomorrow. This is a stark contrast to legacy weekly data dumps.
(Disrupt.Healthcare analysts warn that without these fast pipelines, any agentic AI is hamstrung .)
Sanofi’s public statements indicate they have invested in advanced data engineering (the “plai” initiative)
precisely to make this possible (disrupting.healthcare).

Data Governance and Compliance: All of this data, much of it sensitive patient or physician
information, remains under strict control. Snowflake and Elementum emphasize that data stays in place
and is fully governed (www.snowflake.com) (www.elementum.ai). For instance, Elementum’s
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“CloudLink” architecture means Sanofi’s data is never uploaded to a third-party service – it always stays
under Sanofi’s security policies (www.snowflake.com). Snowflake’s platform integrates role-based
access and audit logs. The Concierge tool itself presumably only exposes aggregated insights (e.g. “Dr.
X ranked #1 because of high current prescriptions”) rather than raw personal data, helping maintain
compliance with privacy laws.

Scalable Compute for AI: Running LLMs on massive internal data requires substantial compute.
Snowflake Cortex is serverless and scales on demand, leveraging Snowflake’s integration with GPU
cloud resources. This ensures that hundreds of concurrent sales reps asking Concierge can all get
answers quickly. Snowflake’s investment in AI services (and partnerships with Anthropic, OpenAI, etc.)
was likely a key factor in Sanofi’s platform selection. The announced 31% annual revenue growth for
Snowflake and its 13,900 customers worldwide (www.investing.com) partly rests on clients like Sanofi
applying AI at scale.

By building this unified, AI‐ready data infrastructure, Sanofi not only powers Concierge for Field but also your
entire AI agenda. As Sanofi’s Chief Digital Officer noted, the goal is “to become the first biopharma powered by
AI at scale” by eliminating data fragmentation (www.fiercepharma.com).

Case Studies and Industry Examples
Sanofi’s Concierge for Field is a prominent example of AI in pharma sales, but it is part of a growing wave of
such initiatives. Below we highlight several industry and vendor case studies:

Sanofi (Concierge for Field): As discussed, Sanofi’s agent can prepare call plans in seconds
(www.streetinsider.com). This dramatically speeds up sales planning. For example, FiercePharma
reports that tasks requiring hours of research “now happens in seconds” thanks to Concierge
(www.fiercepharma.com) (www.streetinsider.com). Sanofi’s executives say they are “re-inventing how
the company runs, from R&D to … commercial” by building AI on their own data
(www.fiercepharma.com). Although still new, this project is intended to serve as a blueprint for other
business units.

Sigmoid – AI-Powered HCP Engagement: A recent case study by analytics firm Sigmoid describes
building an “AgenticAI-powered” platform for pre-call planning. In one large pharma use case, unifying
HCP data and conversation summaries into a single AI assistant produced huge efficiency gains
(www.sigmoid.com). Sigmoid reports each field rep saved 280+ hours per year on call prep after
automation, and the program delivered $4.5 million in annual cost savings across just 10 brand-
market segments (www.sigmoid.com). It achieved this by consolidating fragmented data (profiles, past
interactions, call plans) and providing voice-driven summaries of calls. The outcome: reps could focus
on selling, not paperwork.

Infocepts – AI-Driven Sales Enablement: Another case by Infocepts (a data/analytics vendor) outlines
how an AI ecosystem boosted a global pharma sales force. By deploying a unified analytics platform on
Snowflake (with NLP meeting-note capture and predictive “next-best-action” models), the client saw a
42% increase in rep productivity and a 30% rise in engagement conversion rates
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(www.infocepts.ai). For example, the “Next Best Action Recommender” increased call-planning
efficiency by 35% (www.infocepts.ai). Infocepts attributes much of the gain to real-time insights (kick‐
started by Snowflake and AI) and smarter incentive simulations. These metrics are impressive: the AI
system cut waste and confusion (payout disputes fell 60%) and helped focus reps on high-value
activities (www.infocepts.ai).

Trinity – Dynamic Targeting Engine: Trinity Life Sciences reports a successful AI targeting system for
a mid-size pharma brand. By building an AI-driven call-planning engine (ingesting CRM, claims, digital
metrics, etc. and engaging field feedback), the tool halved the planning cycle. Before, annual call
planning took 6 weeks to coordinate; with the AI engine it was done in 3 weeks (trinitylifesciences.com).
The system identified micro-clusters of high-potential HCPs to “drive new patient starts,” optimizing calls
across in-person and digital tactics (trinitylifesciences.com) (trinitylifesciences.com). The case study
emphasizes that change management was key: strong training and iterative feedback ensured the field
embraced the new AI tool (trinitylifesciences.com).

Lyriko (MSD Case Study): In Europe, Merck Sharp & Dohme (MSD) piloted Lyriko’s AI assistant to
boost sales efficiency. MSD’s goal was a “truly customer-centric” approach: the AI had to provide
personalized, actionable insights to reps and deliver HCP-tailored content on preferred channels
(lyriko.ai). The Lyriko solution generated specific content suggestions based on each doctor’s
interactions and preferences. While detailed outcomes are not public, Lyriko notes that MSD’s reps in
Italy (where first launched) “strongly believe in [this] solution” and it will expand to other markets. This
underscores the industry trend: vendor AI platforms are now focusing on field reps’ content and
messaging, complementing Sanofi’s focus on planning.

Project / Vendor Approach / Technology Reported Outcomes / Impact

Sanofi – Concierge for Field Agentic AI on Snowflake Cortex &
Elementum, integrated HCP data

Pre-call planning in seconds (vs. hours); highest-priority
HCP identified automatically (www.streetinsider.com)

Sigmoid – Pharma HCP
Engagement

AI assistant unifying profiles, notes,
call plans (agentic AI)

~280+ hours saved per rep per year; $4.5M annual savings
(10 brand/market) (www.sigmoid.com)

Infocepts – Global Pharma
Field Enablement

NLP-enabled analytics on
Snowflake (AWS+Snowflake tech
stack)

+42% sales rep productivity; +30% engagement
conversion; –60% payout disputes (www.infocepts.ai)

Trinity – Dynamic Call
Targeting

AI-driven targeting engine (Trinity’s
algorithms, field feedback)

Call-planning cycle reduced from 6 weeks to 3 weeks
(trinitylifesciences.com)

MSD (Merck) – AI Sales
Assistant (Lyriko)

Personal AI insights for reps (Lyriko
platform, multichannel AI)

AI provides personalized messages by HCP preference
(lyriko.ai); implementation rolled out in multiple countries

Table 1: Examples of AI-driven field-sales solutions in pharma. All case studies report significantly higher
efficiency and targeting versus legacy methods.

Collectively, these cases show that AI tools can substantially accelerate field operations and improve
outcomes. Sanofi’s approach (using Snowflake Cortex + Elementum) is notable for being built directly on a
data cloud, whereas vendors like Sigmoid/Infocepts mix Snowflake with bespoke applications. But the
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magnitudes of benefit—saving hundreds of manhours, doubling productivity, or halving planning time—are
strikingly consistent. It suggests that once the technical and organizational foundations are in place, AI can
convert opaque data into clear, actionable guidance for reps.

Commercial AI Operating-Model
Considerations
The rapid success of agentic AI in field sales puts a spotlight on operating-model changes required in
pharma commercial organizations. In parallel with technology, Sanofi and other companies are revisiting roles,
processes, and governance. We outline key considerations, drawing on industry playbooks and expert
analyses:

Define Clear Business Drivers: Traditional commercial planning often lacked a sharp ROI focus. In the
age of AI, teams must start by identifying the core problem the AI solves. Consultants advise asking
what precise task (e.g. “improving rep call frequency with top prescribers”) needs automation
(www.odaia.ai). Sanofi, for example, apparently aimed to cut low-value prep time and increase quality
interactions, rather than automate for automation’s sake. Framing this goal aligns stakeholders
(marketing, sales, IT) and prevents AI projects from wandering. As one industry “blueprint” puts it, a
commercial AI model should begin by “identifying real problems” and “aligning the right stakeholders”
(www.odaia.ai).

Cross-Functional Teams: Effective AI deployment requires breaking down silos. A new AI initiative
must span brand managers, data scientists, medical/legal, sales operations, and IT. The ODAIA
blueprint recommends “building the right cross-functional team” (www.odaia.ai). In practice, Sanofi
formed a centralized AI strategy group (the “Turing” platform team) that works with marketing and sales
units worldwide. This team collaborated with Snowflake engineers (“forward deployed engineers”) and
Elementum consultants to connect business needs with data pipelines. Without this alignment, initiatives
stall: for instance, sales managers must learn to trust AI recommendations, while data engineers must
deliver clean, timely data. The Trinity case study similarly stresses change management with workshops
and feedback loops to integrate field input (trinitylifesciences.com) (trinitylifesciences.com).

Incentives and Rep Adoption: A successful agent only helps if reps actually use it. ODAIA’s playbook
highlights “creating incentives that drive rep adoption” (www.odaia.ai). In Sanofi’s launch, they reportedly
supported Concierge with training and champions. Snowflake’s press mentions that results are “emailed
to their inbox,” fitting easily into reps’ workflow (email), rather than requiring a new app. More broadly,
companies must adjust metrics and rewards: if AI helps reps see more top doctors, then performance
targets and salesforce KPIs should reflect that. Otherwise, reps may ignore the tool. (Trinity’s study
noted that trust grows over time as field sees consistent “lift” from AI recommendations
(trinitylifesciences.com).)

Decision Rights and Governance: Classic pharma operations rely on committees for decisions
(message content, budgets, etc.) (disrupting.healthcare). Agentic AI requires some decisions to be
shifted from humans to machines. Disrupt.Healthcare argues that organizations should map out in
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advance which decisions an AI agent can make autonomously, which need human sign-off, and
which are off-limits . For example, Concierge may autonomously rank physicians or draft an email, but
a legal/regulatory review might still be required before any content is sent. The same disrupt analysis
notes: “Decision rights need to be redesigned before you deploy… (e.g.) Legal and medical review
processes need to be rearchitected around rule sets and thresholds, not document-by-document sign-
off” .

Data Architecture for Continuous Decisioning: As noted, agentic AI operates in (near) real-time. It is
imperative to have current data. Disrupt analysts write: agentic systems “make decisions continuously.
They need current data… Most pharma architectures are not built for this. The data infrastructure is the
long pole in the tent” . Sanofi’s solution — a Snowflake data cloud with near-real-time feeds —
embodies the recommended approach. Companies evaluating AI should similarly audit how up-to-date
their customer and engagement data really are, and upgrade pipelines as needed.

Role Redesign: Many existing roles would change under agentic AI. For example, if Concierge
suppresses a planned call (because digital outreach saturated an HCP), who “owns” the call being
skipped? Disrupt.Healthcare warns that deploying AI without addressing this causes conflict: “The
system will make decisions that no one’s job description covers, and the organization will route around it
rather than with it” . They suggest creating an “agent owner” role responsible for the AI’s overall
performance. This person (or team) would monitor the agent, adjust business rules, and serve as the
liaison between the AI system and the commercial directors. Without such clarity, rep managers might
simply ignore the agent’s advice.

Performance Measurement: Traditional campaign metrics (push-pull, lag-time sales growth) may not
capture agentic AI impact. Instead, teams should track micro-metrics such as rep time savings, uplift in
high-value call counts, or speed to insight. In the studies above, we saw examples: case studies
measured hours saved (www.sigmoid.com), productivity percentages (www.infocepts.ai), and planning
cycle time reduction (trinitylifesciences.com). Establishing these new KPIs helps demonstrate ROI. It’s
no coincidence that Snowflake’s announcement and partner materials highlight quantitative results –
e.g. “hours to seconds” and “$4.5M savings” – to justify investment.

Governance & Ethics: Outside commercial ops, there are also ethical and compliance considerations
unique to pharma. For instance, any messaging content generated by AI must comply with regulations
on drug promotion. Therefore, the operating model must include medical/legal review of AI outputs (or at
least clear validation rules). Sanofi’s leaders have acknowledged this: at an earlier tech conference
(VivaTech 2025), they emphasized that “AI requires the commercial model to change” and that risk
management is a prerequisite (disrupting.healthcare). In practice, agents like Concierge are likely
constrained by underlying data (they can only use approved promotional materials), and Suspects who
might push boundaries would be flagged by humans.

Overall, the “Operating-Model Playbook” for AI in pharma commercial has five pillars: People, Data, Process,
Technology, and Governance. Sanofi’s Concierge initiative exemplifies many elements: a cross-functional AI
Center of Excellence (people), a unified data cloud (data), end-to-end automated workflows (process), cloud-
native AI services (technology), and a legal/regulatory guardrail (governance). The careful attention to
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operating model details differentiates winners from fast-failures. As analysts summarize: “The organizations
that benefit most from agentic AI will be the ones investing in the operating model changes that make any
deployment sustainable” (disrupting.healthcare).

Implications and Future Directions
Sanofi’s launch of Concierge for Field has several broader implications for the pharma industry and technology
ecosystem:

Acceleration of AI-Driven Commercialization: Sanofi’s example will spur other pharma companies to
follow suit. Snowflake, Elementum, and similar platform partners will be in active discussions with
competitors and smaller firms. Indeed, Snowflake’s own Summit agenda included keynotes and
sessions (with partners like Accenture) explicitly focused on scaling AI in finance, HR, R&D, and
commercial functions. Snowflake’s Chief Marketing Officer touted Summit 2026 as “one of the most
transformative moments… what people are building with AI… is nothing short of extraordinary”
(www.hpcwire.com). The messaging was clear: industry leaders like Sanofi are already “redefining
what’s possible with AI and data” (www.hpcwire.com). We can expect more pharma press releases and
case studies in the coming years describing AI tools – from automated detailing to predictive churn
models.

Evolving Role of the Sales Rep: In the near term, agents like Concierge will augment field forces.
Instead of replacing humans, AI frees reps to focus on high-touch tasks (e.g. complex education or
service) while handling routine planning. Over time, we may see smaller rep territories (since AI allows
fewer, more targeted calls) or shifts toward hybrid “digital-savvy” rep roles. Reps will need training not
just on the products but on how to use AI assistants effectively. Some may resist, but case studies
suggest co-development is key: Trinity’s project worked closely with reps so they trust the engine’s picks
(trinitylifesciences.com).

Competitive Dynamics in Tech Vendors: Pharma commercial AI is an emerging market. Traditionally,
Veeva Systems dominated pharma CRM, but Snowflake (a data platform) and AI vendors like
Elementum are encroaching on the space of analytics and operations. Similarly, major tech firms
(Salesforce/Agentforce Life Sciences Cloud, Microsoft, Google Cloud) will ramp up their healthcare AI
offerings. However, Snowflake’s approach – unifying data + open LLMs + partner ecosystem – is
gaining traction. Snowflake’s stock price jump (nearly 60% in one week as reported
(www.investing.com)) reflects investor bet on this trend. We may see consolidation: CRM vendors might
integrate similar AI agents, or Snowflake might offer more packaged “commercial AI” apps.

Regulatory and Ethical Considerations: As AI becomes pervasive in pharma marketing, regulators
and ethics boards will scrutinize it. U.S. FDA and European agencies may issue guidance on AI use in
drug promotion – similar to recent positions on ChatGPT in medical contexts. Life-science CMOs
already worry about compliance; for example, two-thirds of top pharma firms banned ChatGPT in early
2024 due to data leakage and hallucination risks (www.fiercepharma.com). Artificial agents must be
proven safe and accurate: if Concierge ever makes an “off-label” suggestion (even inadvertently), legal
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liability issues arise. Companies will likely publish their compliance frameworks (as Novartis did with
responsible AI) to assure stakeholders . Internally, organizations must ensure AI model updates are
validated against regulatory requirements.

Global Standardization and Data Sharing: Sanofi’s model of “AI on data” may influence how pharma
companies view data stewardship. There could be industry initiatives to standardize HCP data models
so agents can be portable across countries. Similarly, aggregations of anonymized healthcare data for
analytics might expand if paired with strict privacy controls. On the flip side, competitive sensitivities will
limit data pooling. But partnerships (e.g. between pharma and technology firms) will become common to
build a broader commercial AI ecosystem.

Expansion to Other Use Cases: While Concierge addresses field-sales planning, the same
architecture can support related use cases. For instance, agents could generate trained content for
Medical Science Liaisons (MSLs), automate follow-ups on clinical trial sites, or personalize patient-
assistance programs. Even internally, R&D and manufacturing can leverage Snowflake/Elementum:
Sanofi’s press release hints that their R&D already uses Snowflake to process real-world data and
expedite analysis (www.snowflake.com) (www.streetinsider.com). Agentic AI might soon support
screening research compounds or optimizing clinical logistics. The operating-model shifts (data
platforms, agile teams) will thus benefit the company far beyond commercial alone.

Conclusion
Sanofi’s “Concierge for Field” launch at Snowflake Summit 26 represents a landmark in pharmaceutical
commercialization. It showcases how advanced AI agents – built on modern data platforms (Snowflake Cortex)
and orchestrated workflows (Elementum AI) – can transform field sales. By automating the once-laborious
process of call planning, Concierge delivers personalized guidance in seconds, freeing reps to be more
strategic. The initiative ties into a broader “agentic AI” strategy spanning R&D to HR, reflecting Sanofi’s
ambition to be the first AI-powered biopharma at scale (www.fiercepharma.com) (www.streetinsider.com).

Across the industry, the implications are profound. KI-driven field support promises higher efficiency (case
studies show 280+ hours saved per rep (www.sigmoid.com), +42% productivity (www.infocepts.ai)) and better
ROI on marketing spend. But success will require more than technology. As analysts stress, companies must
rewire their operating models – redefining decision rights, building real‐time data pipelines, and creating AI‐
centric roles and governance. The “AI Opera (disrupting.healthcare)” for pharma demands cross-functional
collaboration and careful orchestration.

Industry data support the urgency of this transformation. Surveys show that 75–95% of life-science companies
are either using AI already or plan to imminently (www.axios.com) (www.sas.com), and a vast majority agree
that AI will revolutionize healthcare over the next 3–5 years (blogs.nvidia.com). At the same time, companies
are still figuring out how to harness it responsibly – only about half have formal AI policies (www.axios.com).
Sanofi’s example may serve as a “playbook” for others: it demonstrates how building AI on a secure data
foundation (Snowflake) and using agent orchestration (Elementum) can deliver tangible field results, provided
that organizational design and governance evolve in parallel.
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In summary, Concierge for Field is more than a tool; it is a conjectural pivot point. It signals that agentic AI
has moved from pilot projects to mainstream deployment in pharma sales. Going forward, we expect
accelerated adoption of similar AI-based assistants, refined best practices for their governance, and continued
metrics confirming their impact. For Sanofi and its industry peers, the key will be maintaining momentum:
iterating on the technology while redesigning the business to fully leverage it. If done right, this “next-
generation commercial model” could yield faster science and better patient outcomes – truly making the most
of the AI springtime in life sciences (www.streetinsider.com) (blogs.nvidia.com).

References: All claims and data above are supported by referenced sources, including Snowflake and pharma
industry press releases (www.streetinsider.com) (www.snowflake.com), analytics case studies
(www.sigmoid.com) (www.infocepts.ai), and expert analyses (disrupting.healthcare) . Please see cited
materials for full context.
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About IntuitionLabs
IntuitionLabs is an AI consulting, custom software development and data engineering firm serving
pharmaceutical, biotechnology, medical-device and other life-science organizations. We work with clinical,
regulatory, medical-affairs, commercial, quality and IT teams to connect technology decisions with the work
people need to accomplish.

AI consulting and adoption

Our AI enablement services cover readiness assessments, use-case selection, governance and policies, team
workshops, adoption measurement and ongoing advisory support. We help organizations structure the
information layer behind AI: source material, context, permissions and maintained knowledge that make
generated answers useful and reviewable. Private LLM inference and hosted AI options support teams
evaluating how to operate AI with appropriate control over their data and infrastructure.

Software, data and life-science workflows

IntuitionLabs develops custom software for pharma and biotech, integrates enterprise systems, and builds
data engineering and business intelligence solutions. Areas of focus include AI agents, regulatory research,
medical writing, medical affairs, CMC information, competitive intelligence and clinical-document workflows.
Our eTMF intelligence work includes cross-system reconciliation and inspection-readiness support.

Enterprise platforms and regulated delivery

We provide Veeva services, application support, managed services, integrations and custom applications,
alongside enterprise content work involving platforms such as Egnyte. For regulated workflows, our services
include GxP enablement, computer-system validation and software development addressing 21 CFR Part 11
requirements. The applicable controls, validation responsibilities and acceptance criteria are defined for each
engagement.

Work with IntuitionLabs

Explore AI enablement, pharma and biotech software development, data engineering and BI, and Veeva
services. Contact IntuitionLabs to discuss your workflow, information sources and implementation needs.

IntuitionLabs publishes educational research to help life-science teams make informed technology decisions.
Coverage of a product or organization does not imply a client relationship, endorsement or partnership.

Website: https://intuitionlabs.ai

This article is educational. Verify consequential medical, legal, financial, regulatory and technical decisions with appropriate professionals and the
cited primary sources. Company services are described separately from the article's research findings.
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