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Executive Summary
AstraZeneca, a global biopharmaceutical company with ~$43 billion in 2022 revenues and nearly 90,000

employees (aiexpert.network) ([1] blogs.microsoft.com), is rapidly integrating large language model (LLM)–based

generative AI—including tools like ChatGPT—across its enterprise and R&D operations. The company has

invested heavily (>$250 million) in AI research ([2] emerj.com) (aiexpert.network) and embedded AI in data and

processes, from ideating drug targets to streamlining clinical trials (Table below). By mid-2025, AstraZeneca

had launched company-wide initiatives to upskill ~12,000 employees on generative AI, with 85–93% of surveyed

staff reporting productivity gains from AI tools ([3] www.astrazeneca.com) ([4] www.clinicalresearchnewsonline.com).

Notably, AstraZeneca pilots “AI assistants” for tasks like 3D CT-scan analysis and automated protocol drafting,

achieving significant time savings for experts ([5] www.clinicalresearchnewsonline.com) ([4]

www.clinicalresearchnewsonline.com). These efforts align top-down with AstraZeneca’s 2030 goals (20 new

medicines, $80 billion revenue ([6] www.clinicalresearchnewsonline.com) ([7] www.klover.ai)) by accelerating

discovery and development processes.

This case study delves deeply into AstraZeneca’s generative AI strategy and specifically its adoption of

ChatGPT-like systems. We analyze the historical context of AI in pharma, ChatGPT’s technology and enterprise

variants, and AstraZeneca’s AI journey. Key findings include: (1) Strategic Vision: AI is “woven into the fabric”

of AstraZeneca’s strategy ([7] www.klover.ai), with formal ethics principles (transparency, explainability) guiding

safe use ([8] www.astrazeneca.com). (2) Implementation: AstraZeneca configured enterprise-grade ChatGPT

tools (e.g. Azure OpenAI Service) with strong security (data encryption, no-training policies ([9]

www.techtarget.com)) and integrated them into R&D and business processes. (3) Use Cases: Leading pilots

include AI-driven imaging analysis (reducing radiologist workload ([5] www.clinicalresearchnewsonline.com)) and

protocol generation (80% of medical writers found the ChatGPT-assisted draft useful) ([10]

www.clinicalresearchnewsonline.com). (4) Organizational Change: The company invested in cultural shift –

hosting internal “AI Summits,” training programs, and stakeholder alignment – to bridge the hype-reality gap ([11]

www.clinicalresearchnewsonline.com) ([4] www.clinicalresearchnewsonline.com). (5) Results and Metrics: Early

measurements show strong stakeholder buy-in (85% expect increased productivity, 93% view AI’s impact as

positive ([4] www.clinicalresearchnewsonline.com)) and quantifiable efficiency gains. (6) Challenges and Ethics:

AstraZeneca is aware of industry caution: while many peers initially banned ChatGPT due to data privacy fears

([12] www.fiercepharma.com), AstraZeneca took a middle path of responsible adoption—emphasizing training and

oversight ([3] www.astrazeneca.com) ([12] www.fiercepharma.com).

In sum, AstraZeneca’s ChatGPT implementation exemplifies an enterprise balancing aggressive innovation with

governance. Detailed analysis below covers the technological foundations of ChatGPT Enterprise, AstraZeneca’s

AI strategy, specific deployment examples, comparative industry perspectives, data-driven evidence of impact,

and broader implications for the future of pharma R&D and healthcare delivery.

Introduction
Generative AI and ChatGPT in Context: The late 2022 launch of OpenAI’s ChatGPT marked a watershed for

enterprise AI. With over 100 million users in two months ([13] www.thestem.com), ChatGPT propagated

conversational AI into everyday workflows. These models (based on transformer architectures like GPT-4) use

vast training data to generate human-like text on demand ([14] pmc.ncbi.nlm.nih.gov) ([15] www.techtarget.com).

For businesses, ChatGPT Enterprise (introduced in August 2023 ([16] techcrunch.com)) offers features vital for

corporate use: end-to-end encryption (AES-256) and a strict policy of not using customer data to further train

OpenAI models ([9] www.techtarget.com). Enterprise editions also include unlimited access to GPT-4 (no usage

caps) and advanced data-analysis tools ([17] www.techtarget.com). Such enterprise-grade offerings address core

IntuitionLabs - Custom AI Software Development
from the leading AI expert Adrien Laurent AstraZeneca's ChatGPT Strategy: An Enterprise AI Case Study

© 2025 IntuitionLabs.ai - North America's Leading AI Software Development Firm for Pharmaceutical & Biotech. All rights reserved. Page 2 of 15

https://aiexpert.network/astrazeneca-ai/#:~:text=cardiovascular%2C%20renal%2C%20metabolism%2C%20respiratory%2C%20and,in%20AI%20research%2C%20AstraZeneca%20is
https://blogs.microsoft.com/blog/2025/02/05/https-blogs-microsoft-com-blog-2024-11-12-how-real-world-businesses-are-transforming-with-ai/#:~:text=Today%2C%C2%A0more%20than%2085,one%20of%20four%20business%20outcomes
https://intuitionlabs.ai/articles/key-innovations-behind-chatgpt
https://emerj.com/artificial-intelligence-at-astrazeneca/#:~:text=The%20pharma%20company%20has%20invested,across%20its%20research%20and%20development
https://aiexpert.network/astrazeneca-ai/#:~:text=cardiovascular%2C%20renal%2C%20metabolism%2C%20respiratory%2C%20and,in%20AI%20research%2C%20AstraZeneca%20is
https://intuitionlabs.ai/articles/ai-drug-development-pipeline
https://www.astrazeneca.com/media-centre/articles/2025/upskillingAI.html%20#:~:text=Since%20the%20first%20wave%20in,to%20achieve%20our%20bold%20ambitions
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=Success%20is%20being%20measured%20in,at%20AstraZeneca%2C%E2%80%9D%20she%20says
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=For%20the%20first%20presented%20use,needed%20to%20do%20the%20analysis
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=Success%20is%20being%20measured%20in,at%20AstraZeneca%2C%E2%80%9D%20she%20says
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=Success%20is%20being%20measured%20in,at%20AstraZeneca%2C%E2%80%9D%20she%20says
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=March%204%2C%202025%20,focused%20on%20the%20development%20portfolio
https://www.klover.ai/astrazeneca-ai-strategy-analysis-of-ai-dominance-in-pharmaceutical-biotech/#:~:text=company%E2%80%99s%20explicit%20linkage%20of%20its,creating%20a%20formidable%20competitive%20advantage
https://intuitionlabs.ai/articles/ai-pharmaceutical-it-management
https://www.klover.ai/astrazeneca-ai-strategy-analysis-of-ai-dominance-in-pharmaceutical-biotech/#:~:text=company%E2%80%99s%20explicit%20linkage%20of%20its,creating%20a%20formidable%20competitive%20advantage
https://www.astrazeneca.com/sustainability/ethics-and-transparency/data-and-ai-ethics.html#:~:text=Explainable%20%26%20transparent
https://intuitionlabs.ai/articles/secure-chatgpt-azure-integration
https://www.techtarget.com/searchEnterpriseAI/tip/A-guide-to-ChatGPT-Enterprise-use-cases-and-implementation/#:~:text=%2A%20Enterprise,is%20certified%20SOC%202%20compliant
https://www.techtarget.com/searchEnterpriseAI/tip/A-guide-to-ChatGPT-Enterprise-use-cases-and-implementation/#:~:text=%2A%20Enterprise,is%20certified%20SOC%202%20compliant
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=For%20the%20first%20presented%20use,needed%20to%20do%20the%20analysis
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=sections
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=sections
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=Establishing%20leadership%20buy,strategy%20alignment%20for%20use%20cases
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=Establishing%20leadership%20buy,strategy%20alignment%20for%20use%20cases
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=Success%20is%20being%20measured%20in,at%20AstraZeneca%2C%E2%80%9D%20she%20says
https://www.clinicalresearchnewsonline.com/news/2025/03/04/astrazeneca-scaling-up-use-of-generative-ai-to-help-reach-2030-ambitions#:~:text=Success%20is%20being%20measured%20in,at%20AstraZeneca%2C%E2%80%9D%20she%20says
https://www.fiercepharma.com/marketing/two-thirds-top-20-pharmas-have-banned-chatgpt-and-many-life-sci-call-ai-overrated-survey#:~:text=In%20a%20recent%20ZoomRx%20survey,could%20be%20leaked%20to%20competitors
https://www.astrazeneca.com/media-centre/articles/2025/upskillingAI.html%20#:~:text=Since%20the%20first%20wave%20in,to%20achieve%20our%20bold%20ambitions
https://www.fiercepharma.com/marketing/two-thirds-top-20-pharmas-have-banned-chatgpt-and-many-life-sci-call-ai-overrated-survey#:~:text=In%20a%20recent%20ZoomRx%20survey,could%20be%20leaked%20to%20competitors
https://www.thestem.com/practical-applications-for-chatgpt-in-biopharma/#:~:text=ChatGPT%20is%20the%20fastest,as%20Microsoft%20CEO%20Satya%20Nadella
https://pmc.ncbi.nlm.nih.gov/articles/PMC11137320/#:~:text=LLMs%20are%20artificial%20neural%20networks,ChatGPT%20passing%20the%20United%20States
https://www.techtarget.com/searchEnterpriseAI/tip/A-guide-to-ChatGPT-Enterprise-use-cases-and-implementation/#:~:text=An%20enterprise%20version%20of%20OpenAI%27s,remains%20unclear%20for%20many%20organizations
https://techcrunch.com/2023/08/28/openai-launches-a-chatgpt-plan-for-enterprise-customers/#:~:text=ChatGPT%20Enterprise%2C%20which%20OpenAI%20first,enhanced%20performance%20and%20customization%20options
https://www.techtarget.com/searchEnterpriseAI/tip/A-guide-to-ChatGPT-Enterprise-use-cases-and-implementation/#:~:text=%2A%20Enterprise,is%20certified%20SOC%202%20compliant
https://www.techtarget.com/searchEnterpriseAI/tip/A-guide-to-ChatGPT-Enterprise-use-cases-and-implementation/#:~:text=,as%20Code%20Interpreter%2C%20and%20free
https://intuitionlabs.ai/?utm_source=pdf&utm_medium=document&utm_campaign=article&utm_content=astrazeneca-s-chatgpt-strategy-an-enterprise-ai-case-study.pdf
https://intuitionlabs.ai/articles/astrazeneca-chatgpt-case-study?utm_source=pdf&utm_medium=document&utm_campaign=article&utm_content=astrazeneca-s-chatgpt-strategy-an-enterprise-ai-case-study.pdf
https://intuitionlabs.ai/?utm_source=pdf&utm_medium=document&utm_campaign=article&utm_content=astrazeneca-s-chatgpt-strategy-an-enterprise-ai-case-study.pdf


concerns—most notably data privacy and compliance—that are critical for regulated industries like

pharmaceuticals ([9] www.techtarget.com) ([12] www.fiercepharma.com).AI in Pharmaceuticals: The

pharmaceutical sector has long explored AI for drug discovery and development ([18] www.mckinsey.com) ([19]

www.astrazeneca.com). Generative AI specifically holds transformative promise: industry analysts estimate it

could unlock $60–110 billion annually in pharma ([18] www.mckinsey.com) by speeding up target identification,

clinical trials, and personalized marketing. For example, AI models (e.g. AlphaFold) have revolutionized protein

structure prediction, and LLMs now enable accelerated literature review, automated report summarization, and

creative design of experiments ([18] www.mckinsey.com) ([20] www.astrazeneca.com). At the same time, use of

ChatGPT-like tools raises well-known issues: “hallucinations” (misleading outputs) and data leakage risk ([21]

pmc.ncbi.nlm.nih.gov) ([22] www.fiercepharma.com). Indeed, surveys found that ~65% of leading pharma firms

initially banned ChatGPT over security concerns ([12] www.fiercepharma.com). AstraZeneca’s approach

(discussed below) contrasts with these bans: it opted for guided, enterprise-controlled deployment rather than

outright prohibition.

Enterprise Implementation Forces: Successful use of ChatGPT-like systems at scale requires cultural and

technical alignment. Historically, major platform shifts (IaaS, mobile, cloud) needed both technological enablers

and organizational change management. Today’s AI transition is no different ([23] blogs.microsoft.com) ([24]

www.techtarget.com). Large studies (e.g. commissioned by Microsoft/IDC) show that companies with clear

strategy and governance can achieve ~3.7× ROI on generative AI investments ([25] blogs.microsoft.com). Today,

85% of Fortune 500 firms already use AI tools in core processes ([1] blogs.microsoft.com). This report examines

how AstraZeneca, with its mission of developing “life-changing medicines” ([19] www.astrazeneca.com), is

implementing ChatGPT-style AI as a key enabler of that mission.

AstraZeneca Background and AI Strategy
AstraZeneca’s business spans oncology, cardiovascular/renal/metabolism, respiratory/immunology, and more

(aiexpert.network). Its scale and R&D intensity are vast: in 2022 the company had revenues of $42.7 billion and

profits of $4.1 billion (aiexpert.network), with over 240 ongoing global clinical trials ([26]

www.clinicalresearchnewsonline.com). To meet its “Ambition 2030” target – delivering 20 new medicines and

achieving $80 billion revenue by 2030 ([6] www.clinicalresearchnewsonline.com) – AstraZeneca has explicitly made

AI a strategic priority. AstraZeneca has publicly stated that AI and data science form a “foundational pillar” of its

corporate strategy, woven into all processes from R&D to manufacturing ([7] www.klover.ai) ([27]

www.astrazeneca.com).

Internally, AstraZeneca has invested heavily in AI infrastructure and partnerships. The company cites over

$250 million spent on AI research to date ([2] emerj.com) (aiexpert.network), and has developed proprietary

data assets (e.g. the Biological Insights Knowledge Graph) to fuel AI workflows . It also collaborates with

academia and startups on AI (e.g. licensing machine-learning platforms, partnering on immunology AI models).

A key element is building a robust data foundation: AstraZeneca adopted platforms like Databricks to unify

disparate sources ([28] emerj.com) and AWS SageMaker to streamline ML model development ([29] emerj.com).

Recent Generative AI initiatives build on this foundation: for example, AZ’s R&D groups are experimenting with

LLM layers on their data pipelines to enable natural-language access to scientific information ([30]

www.clinicalresearchnewsonline.com) .

Cultural Transformation: Recognizing that technology alone is insufficient, AstraZeneca has pursued a

company-wide culture shift. In April 2025, CDO Cindy Hoots and colleagues announced an Enterprise AI

Acceleration program ([3] www.astrazeneca.com). This program, launched in 2024, grants all employees access

to AI/Generative AI training, available in 12 languages. Participants earn Bronze/Silver/Gold (and beyond)

certifications in AI literacy ([3] www.astrazeneca.com) ([31] www.astrazeneca.com). By mid-2025, roughly 12,000

staff had completed these programs ([3] www.astrazeneca.com). The company has published formal AI Ethics
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Principles (data privacy, transparency, accountability) and requires explainability in AI use ([8]

www.astrazeneca.com). AstraZeneca leaders (including the Chief Digital Officer and Generative AI lead) have

been actively evangelizing “the art of the possible” to ensure top-down buy-in ([11]

www.clinicalresearchnewsonline.com) ([7] www.klover.ai).

ChatGPT Enterprise: Technology Overview
ChatGPT and Large Language Models (LLMs): ChatGPT is built on the GPT architecture—a transformer-based

neural network trained on massive text corpora ([14] pmc.ncbi.nlm.nih.gov) ([18] www.mckinsey.com). Users

converse in natural language to query information, draft text, or generate content. Proprietary training and fine-

tuning enable a broad range of tasks: drafting emails, summarizing documents, translating languages, and more

([32] techcrunch.com). ChatGPT also excels at coding assistance and data analysis (via “plugins” or the Code

Interpreter feature ([17] www.techtarget.com)). Crucially, LLMs like ChatGPT can integrate factual knowledge into

their responses. For instance, GPT-4 performed at or above median expert level on medical licensing exams ([14]

pmc.ncbi.nlm.nih.gov), demonstrating ability to reason about clinical scenarios when properly prompted.

(However, models can still produce errors or “hallucinations,” so outputs must be validated ([21]

pmc.ncbi.nlm.nih.gov).)

ChatGPT Enterprise vs. Public ChatGPT: The consumer ChatGPT (Free/Plus) is not acceptable for sensitive

corporate work. In response, OpenAI released ChatGPT Enterprise (Aug 2023) ([32] techcrunch.com). This

edition retains the core GPT-4 (and future GPT-4o) models but adds enterprise-grade security and

management:

Data Security & Privacy: Enterprise usage encrypts all communications (AES-256/TLS1.2+) and, critically,

customer data and prompts are never used to train OpenAI’s models ([9] www.techtarget.com). This

addresses one of life sciences’ primary fears (proprietary clinical data leaking into a public model) ([12]

www.fiercepharma.com).

Admin Control: Organizations get a console for bulk user provisioning, single-sign-on integration, and

usage analytics ([9] www.techtarget.com) ([33] www.techtarget.com).

Performance: Enterprises can run GPT-4 with higher throughput (up to 2× speed) and no hard quota limits

([17] www.techtarget.com).

Data Analysis Tools: The “Advanced Data Analysis” (second generation Code Interpreter) is enabled by

default, allowing LLM-powered data querying and visualization ([17] www.techtarget.com).

Scalability: ChatGPT Enterprise promises reusable chat templates and workflow automation, reducing the

need for complex prompt engineering ([34] www.techtarget.com) ([35] www.techtarget.com).

In summary, organizations like AstraZeneca can now leverage the power of ChatGPT while satisfying regulatory

and corporate requirements. The on-premises or VPC-hosted models ensure IP protection. We note that

ChatGPT Enterprise is roughly on par with Microsoft’s Copilot offerings; indeed, OpenAI specifically cites that it

“puts ChatGPT Enterprise on par, feature-wise, with Bing Chat Enterprise” ([36] techcrunch.com).

AstraZeneca’s ChatGPT Implementation
AstraZeneca’s approach to implementing ChatGPT-like AI has unfolded in stages, integrating technology pilots

with people and process changes.
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Strategic Alignment and Pilot Projects

First, as reported by AZ’s Generative AI Lead Vaishali Goyal, the company spent early 2023 aligning leadership

on AI’s potential. They conducted ~1 year of proofs-of-concept and retrospective analyses to identify high-

impact use cases ([11] www.clinicalresearchnewsonline.com). The key was linking AI projects to business goals: “To

have 20 new medicines by 2030 requires thinking about ways to reduce drug discovery timelines” ([37]

www.clinicalresearchnewsonline.com). Thus, AstraZeneca picked pilots that address bottlenecks in R&D efficiency.

By early 2024, AZ had launched pilots in core areas. In imaging, for example, the R&D IT team deployed a

radiomics platform (likely using computer-vision plus AI reasoning) to annotate 3D CT scans. This reduced the

amount of expert radiologist time needed (by an unspecified but significant fraction) ([5]

www.clinicalresearchnewsonline.com). Concurrently, in clinical development, AZ partnered with medical writers to

build an Intelligent Protocol Assistant. This chat-based AI (essentially a ChatGPT application) ingests prior

study documents (consent forms, protocols) and helps generate first drafts of new study protocols ([38]

www.clinicalresearchnewsonline.com). In trials already using this assistant, ~80% of medical writers found the tool

useful for drafting at least one section ([39] www.clinicalresearchnewsonline.com). These pilots are now scaling up

(first for more oncology protocols, then other therapies) because they directly shorten critical-path activities

([40] www.clinicalresearchnewsonline.com).

Other pilots include generative tools in pharmacovigilance (summarizing safety reports) and real-world evidence

(RWE) research. While details on ChatGPT-specific projects are limited, the strategy has been to “fail fast” on

experiments ([41] www.clinicalresearchnewsonline.com). Early successes in R&D spurred further investment: AZ

reports it’s now running multiple concurrent AI projects across its 240+ trials ([26]

www.clinicalresearchnewsonline.com) ([41] www.clinicalresearchnewsonline.com).

Technology Stack and Security

AstraZeneca built its generative AI systems on cloud and in-house platforms. Aligning with its Microsoft

partnership, AZ uses Azure services, including Azure OpenAI Service (the corporate channel for GPT) and Azure

AI Foundry ([42] azure.microsoft.com). Data science teams had previously adopted Databricks for data unification

and AWS SageMaker for model deployment ([29] emerj.com). Within this infrastructure, ChatGPT-style agents

can be securely connected to AZ’s knowledge bases. For example, data scientists are integrating LLMs with

AZ’s Biological Insight Knowledge Graph ([43] www.astrazeneca.com), enabling the AI to answer questions

grounded in proprietary science data.

To mitigate risk, AstraZeneca enforces strict data governance. All usage of enterprise LLMs is logged and

monitored. The AZ AI Ethics principles (see sidebar) prohibit using customer data in model training ([9]

www.techtarget.com). Training materials emphasize that “interactions are recorded” and toggling off AI is an

option in sensitive workflows ([8] www.astrazeneca.com). In practice, early adopters report using ChatGPT

Enterprise-style tools only within closed channels (e.g. approved apps or virtual desktops), not on external

websites. This contrasts with the impulsive bans seen in many peers ([12] www.fiercepharma.com); instead, AZ

educated its workforce on safe usage. (A survey of life-sciences firms found fewer than 60% even had any

ChatGPT guidelines ([44] www.fiercepharma.com), whereas AZ made training mandatory for key users ([3]

www.astrazeneca.com).)

Training and Change Management

Crucially, AstraZeneca recognized that democratizing AI demanded upskilling. Their digital leaders held “mini-

SCOPE” events and learning sprints ([41] www.clinicalresearchnewsonline.com) ([45]
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www.clinicalresearchnewsonline.com), where employees from different functions saw demos of AI tools.

AstraZeneca’s training program (AI Foundations and GenAI Essentials) is enterprise-wide and tiered (Bronze to

Gold-in-Progress levels) ([3] www.astrazeneca.com) ([31] www.astrazeneca.com). By April 2025, ~12,000 employees

(from R&D scientists to marketing staff) had completed various genAI certifications ([3] www.astrazeneca.com).

These programs not only teach how to use tools like ChatGPT, but also cover ethical use and prompt

engineering. According to AZ’s leadership, this broad educational push was essential to close the “opportunity

gap”: most employees felt empowered after training, with 85% expecting their productivity to rise and 93%

reporting a positive impact from these AI tools ([4] www.clinicalresearchnewsonline.com).

Table: Examples of AstraZeneca’s Generative AI Use Cases.

Use Case /

Function
Description Benefits Reference(s)

Clinical Protocol

Drafting (R&D)

AI-assisted drafting of

protocol documents by

summarizing existing trials,

consent forms, and literature.

Writers input basic parameters

and refine AI-generated drafts.

Speeds up protocol authoring. In pilots, ~80% of

writers found AI-draft summaries useful ([10]

www.clinicalresearchnewsonline.com), reducing
repetitive workload.

[20†L69-L77]

[22†L119-L124]

Radiology

Annotation (R&D)

AI-based radiomics tools for

lesion detection on 3D CT

images, replacing manual

marking by radiologists.

Cuts down paid expert annotation time ([5]

www.clinicalresearchnewsonline.com), allowing
faster image analysis and trial readouts.

[20†L65-L68]

Medical Affairs

Content (Medical)

Chatbot and search tools for

HCP information queries;

generative tools to create slide

decks, FAQs, and standard

responses. (Vision: shared

content libraries across

pharma)

Enables MSLs and medical writers to find and author

information faster. Improves consistency and

repurposing of materials ([46] www.thestem.com).

[34†L121-L127]

[36†L175-

L183]

Sales & Marketing

(Commercial)

AI-assisted generation of

promotional content, email

drafts, and non-personal

communications. Models

suggest personalized

messages based on HCP

profiles.

More efficient content creation and tailored

engagement. “Internal use of AI can heighten

efficiencies” in marketing workflows ([47]

www.thestem.com).

[34†L140-

L146]

Patient Support

and Engagement

Conversational AI (like a

ChatGPT-based bot) to answer

patient or caregiver FAQs

about conditions and

treatments at any time.

Acts as virtual patient-support advisor. “You will not

need a patient support program anymore – your

ChatGPT solution is the support program” ([48]

www.thestem.com).

[36†L175-

L183]

HR and Internal

Comms

(Administrative)

Using ChatGPT to draft

internal announcements,

policies, and job descriptions,

as well as code snippets or

summaries of business data.

Saves staff time on routine writing. For example,

Novartis reported that AI “improved the speed of

implementation and… the quality” of HR

communications ([49] www.hrreporter.com).

[94†L25-L30]

Table: Select AstraZeneca-related use cases for generative AI and ChatGPT-like tools, with sources. Some

examples (Medical Affairs, Patient Support, HR) draw on industry cases for illustration.

Data Analysis and Evidence
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The AstraZeneca case is supported by emerging data on outcomes of generative AI pilots. Internally, AZ

conducts surveys and measures to quantify impact. As noted, a recent internal poll found 93% of stakeholders

saw generative AI positively affecting their work, with 85% expecting a productivity gain ([4]

www.clinicalresearchnewsonline.com). While these are sentiment-based, they indicate strong buy-in.

Concrete efficiency gains have also been documented. In one reported example, an AI radiomics platform

reduced the manual image-processing time (paid expert hours) required for CT scans ([5]

www.clinicalresearchnewsonline.com). Similarly, early clinician feedback on the protocol-writing assistant is

encouraging: 4 of 5 medical writers rated the AI tool helpful for drafting the summary section of a protocol ([39]

www.clinicalresearchnewsonline.com). Though AstraZeneca has not publicly released precise time-savings

metrics, the rapid scale-up of successful pilots implies ROI. Moreover, Microsoft’s industry-wide analysis

suggests substantial gains: across sectors the “Business Value of AI” study found a typical model of 3.7× ROI on

genAI investments ([25] blogs.microsoft.com), and analogous studies in pharma forecast tens of billions in

productivity lift ([18] www.mckinsey.com).

In addition to AZ’s own data, external research reinforces these findings. For instance, the macro-level impact

of AI in drug development has been estimated by McKinsey: generative AI could speed discovery and approvals,

adding roughly $60–110B per year in value for pharma and life sciences ([18] www.mckinsey.com). On the micro

level, academic pilots in healthcare show mixed but promising results. A 2025 study of ChatGPT for

summarizing patient histories found that, while resident doctors produced more factually accurate summaries

on average, ChatGPT performed similarly for complex, long-stay cases ([21] pmc.ncbi.nlm.nih.gov). This suggests

that, used responsibly, ChatGPT can handle substantial workloads at least on par with junior clinicians. Overall,

the evidence indicates that ChatGPT and related LLMs can indeed augment human experts—greatly boosting

their throughput—when properly guided and validated.

Comparison to industry: According to a FiercePharma survey, by early 2024 about 65% of the top 20 pharma

firms had initially banned ChatGPT over IP risks ([12] www.fiercepharma.com). In that context, AstraZeneca’s

strategy stands out. Rather than ban, AZ opted for controlled enablement. It implemented training programs

(unlike the ~40% of firms that provided no guidance ([50] www.fiercepharma.com)) and invested in compliant

platforms. This careful approach appears to pay off: whereas much of the industry remains skeptical (83% of

life-science respondents in one survey called AI “overrated” ([51] www.fiercepharma.com)), AZ employees report

tangible benefits ([4] www.clinicalresearchnewsonline.com).

Case Study: Implementation Process
Phased Rollout: AstraZeneca approached ChatGPT adoption iteratively. Early on, the company prioritized

building data readiness and engaging stakeholders (e.g. creating cross-functional AI councils) ([52]

www.clinicalresearchnewsonline.com) ([7] www.klover.ai). By mid-2024, with leadership aligned, dedicated teams

launched pilots (see Table). Crucially, each pilot included a user-acceptance testing phase: for example, in the

protocol drafting use case, writers performed side-by-side comparisons of AI-generated and manually written

sections ([40] www.clinicalresearchnewsonline.com). This careful validation identified differences in style and

accuracy, informing refinements.

Technology Integration: AstraZeneca leverages both cloud services and on-prem resources. While specific

vendor details are proprietary, public information suggests use of major platforms: AI pipelines likely run on

Azure (in light of the Microsoft partnership), with integration into AstraZeneca’s enterprise data lake. Employees

interact through custom interfaces—chatbots or apps—that hide ChatGPT’s complexity behind AZ’s security

perimeter. We note that AstraZeneca’s data governance requires all proprietary data to remain within AZ-

controlled environments (e.g. Azure Virtual Networks) when consumed by LLMs. The company thus avoids

common pitfalls that led others to ban ChatGPT ([12] www.fiercepharma.com).
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Governance and Best Practices: AstraZeneca instituted governance committees to oversee AI programs,

involving IT security, legal, quality, and medical staff. These groups define which types of data can be fed to

ChatGPT (generally non–personally identifying and de-identified documents), and they set prompt-engineering

standards. For example, medical content fed to the protocol AI is stripped of patient identifiers and checked by

compliance. They also monitor for hallucinations: outputs from ChatGPT assistants are always reviewed by

qualified experts before use in decisions. If a hallucination or error is detected, it triggers a review of the prompt

or model parameters.

Training and Human Augmentation: Importantly, AstraZeneca frames ChatGPT as an assistant, not a

replacement. All AI outputs come as “first drafts” or suggestions. For instance, medical writers using the

protocol AI still validate every section. As one AZ lead put it, “experts will need to learn to think about these

things in a more mature and meaningful way” ([53] www.thestem.com). The training program emphasizes this

collaborative mode: employees practice prompt formulation, result interpretation, and risk mitigation (e.g. to

detect AI errors). By fostering a hands-on, iterative culture of “build the plane as we fly it” ([54]

www.thestem.com), AstraZeneca ensures that ChatGPT tools amplify human productivity instead of supplanting

critical judgment.

Multiple Perspectives and Industry Comparison
AstraZeneca vs Competitors: Compared to peers, AstraZeneca has been relatively proactive. For example,

Novartis deployed an internal ChatGPT (branded for the company) for HR communications in 2024 ([49]

www.hrreporter.com). Their HR leader reported key gains – drafting policies and job descriptions in minutes and

improving message quality. Similarly, Moderna famously used ChatGPT to streamline internal processes ([55]

fusionchat.ai). What sets AstraZeneca apart is its cross-functional breadth. While some firms confined AI to one

department, AZ is embedding it in R&D, safety, supply chain, and commercial units simultaneously. This aligns

with Deloitte’s view that enterprise leaders are now building “industry-specific AI solutions for highly regulated

sectors” ([56] www.itpro.com).

Industry Data: The pharmaceutical sector’s overall AI adoption is becoming more sophisticated. McKinsey

highlighted that AI is no longer “hype” but a core toolkit in life sciences ([57] www.mckinsey.com). Indeed, a

recent LinkedIn newsletter noted Azure’s demonstration of generative health tools (AI diagnostics and “Dragon

Copilot”) at a major industry summit, reflecting vendors’ drive to integrate LLMs in healthcare ([58]

nexaquanta.ai).

However, the industry remains cautious in rollout. As FiercePharma observed, many leaders asked “How do you

balance potential benefits vs. security risks?” ([12] www.fiercepharma.com). AstraZeneca’s experience

underscores that robust governance can tip that balance toward benefits. By copying practices from tech

(encryption, SOC-2 compliance ([9] www.techtarget.com)) and pharma (strict QMS and regulatory review), AZ

paves a path others can follow.

User and Expert Opinions: Interviews with AstraZeneca personnel illustrate internal sentiment. The Stem’s

industry interviews highlighted AZ voices: Toon De Baere (AZ’s European digital sales lead) imagines generative

AI providing centralized, compliant drug information to physicians and reps ([59] www.thestem.com). Glenn

Butcher (another AZ leader) remarked that AI will soon be “ubiquitous throughout our organizations,” but

requires education to overcome skepticism ([53] www.thestem.com). These leaders anticipate that as frontline

employees begin using ChatGPT, their teams will demand official solutions, not rogue bots. AstraZeneca’s

training plan addresses that, preparing users for a gradual rollout that “needs to be ushered in with leadership

and education” ([54] www.thestem.com).

From the outside, analysts also note caution in life sciences. A recent Industry360 study found that many

companies find generative AI “overrated” but are still actively developing use cases ([51] www.fiercepharma.com).

IntuitionLabs - Custom AI Software Development
from the leading AI expert Adrien Laurent AstraZeneca's ChatGPT Strategy: An Enterprise AI Case Study

© 2025 IntuitionLabs.ai - North America's Leading AI Software Development Firm for Pharmaceutical & Biotech. All rights reserved. Page 8 of 15

https://www.thestem.com/practical-applications-for-chatgpt-in-biopharma/#:~:text=%E2%80%9CWe%E2%80%99re%20experiencing%20a%20total%20paradigm,%E2%80%9D
https://www.thestem.com/practical-applications-for-chatgpt-in-biopharma/#:~:text=%E2%80%9CThis%20won%E2%80%99t%20happen%20overnight%2C%E2%80%9D%20Butcher,%E2%80%9D
https://www.thestem.com/practical-applications-for-chatgpt-in-biopharma/#:~:text=%E2%80%9CThis%20won%E2%80%99t%20happen%20overnight%2C%E2%80%9D%20Butcher,%E2%80%9D
https://www.hrreporter.com/focus-areas/hr-technology/ai-closeup-ashley-sardjoe-of-novartis-details-how-chatgpt-elevates-companys-hr-work/385947#:~:text=%E2%80%9CWhen%20I%20have%20to%20write,I%20believe%2C%20help%20me%20to
https://www.hrreporter.com/focus-areas/hr-technology/ai-closeup-ashley-sardjoe-of-novartis-details-how-chatgpt-elevates-companys-hr-work/385947#:~:text=%E2%80%9CWhen%20I%20have%20to%20write,I%20believe%2C%20help%20me%20to
https://fusionchat.ai/news/unlocking-efficiency-how-chatgpt-is-changing-hr-at-novartis#:~:text=Unlocking%20Efficiency%3A%20How%20ChatGPT%20is,ChatGPT%20is%20transforming%20HR%20workflows
https://fusionchat.ai/news/unlocking-efficiency-how-chatgpt-is-changing-hr-at-novartis#:~:text=Unlocking%20Efficiency%3A%20How%20ChatGPT%20is,ChatGPT%20is%20transforming%20HR%20workflows
https://www.itpro.com/technology/artificial-intelligence/deloitte-signs-up-anthropic-in-ai-enterprise-deal#:~:text=2025,specific%20AI
https://www.mckinsey.com/industries/life-sciences/our-insights/generative-ai-in-the-pharmaceutical-industry-moving-from-hype-to-reality?trk=article-ssr-frontend-pulse_little-text-block#:~:text=January%209%2C%202024%20
https://nexaquanta.ai/this-week-in-ai-enterprise-innovation-with-nexaquanta/#:~:text=future%20powered%20by%20intelligent%20agents
https://nexaquanta.ai/this-week-in-ai-enterprise-innovation-with-nexaquanta/#:~:text=future%20powered%20by%20intelligent%20agents
https://www.fiercepharma.com/marketing/two-thirds-top-20-pharmas-have-banned-chatgpt-and-many-life-sci-call-ai-overrated-survey#:~:text=In%20a%20recent%20ZoomRx%20survey,could%20be%20leaked%20to%20competitors
https://www.techtarget.com/searchEnterpriseAI/tip/A-guide-to-ChatGPT-Enterprise-use-cases-and-implementation/#:~:text=%2A%20Enterprise,is%20certified%20SOC%202%20compliant
https://www.thestem.com/practical-applications-for-chatgpt-in-biopharma/#:~:text=Image%3A%20sales%20%26%20marketingToon%20De,approved%20and%20compliant.%E2%80%9D
https://www.thestem.com/practical-applications-for-chatgpt-in-biopharma/#:~:text=%E2%80%9CWe%E2%80%99re%20experiencing%20a%20total%20paradigm,%E2%80%9D
https://www.thestem.com/practical-applications-for-chatgpt-in-biopharma/#:~:text=%E2%80%9CThis%20won%E2%80%99t%20happen%20overnight%2C%E2%80%9D%20Butcher,%E2%80%9D
https://www.fiercepharma.com/marketing/two-thirds-top-20-pharmas-have-banned-chatgpt-and-many-life-sci-call-ai-overrated-survey#:~:text=When%20it%20comes%20to%20AI,the%20industry%20in%20AI%20adoption
https://intuitionlabs.ai/?utm_source=pdf&utm_medium=document&utm_campaign=article&utm_content=astrazeneca-s-chatgpt-strategy-an-enterprise-ai-case-study.pdf
https://intuitionlabs.ai/articles/astrazeneca-chatgpt-case-study?utm_source=pdf&utm_medium=document&utm_campaign=article&utm_content=astrazeneca-s-chatgpt-strategy-an-enterprise-ai-case-study.pdf
https://intuitionlabs.ai/?utm_source=pdf&utm_medium=document&utm_campaign=article&utm_content=astrazeneca-s-chatgpt-strategy-an-enterprise-ai-case-study.pdf


AstraZeneca’s case demonstrates how “perception vs. reality” gaps can be closed: while executives may doubt

AI, empirical pilots show clear wins in specific workflows (as AZ’s internal data is beginning to confirm).

Challenges, Risks, and Ethical Considerations
Implementing ChatGPT in a pharma enterprise entails unique challenges:

Data Privacy and Compliance: Patient data and proprietary clinical information are highly sensitive. AstraZeneca addresses

this by classifying allowable data for ChatGPT. Personal health information is never input into public LLMs. The company’s AI

ethics principles require transparency about AI use ([8] www.astrazeneca.com). Every AI system must be auditable within

AstraZeneca’s quality system. For example, any ChatGPT-generated clinical summary would trigger a QMS record and

oversight by medical reviewers.

Accuracy and Hallucinations: LLMs can “hallucinate” plausible-sounding but false statements. The discharging pilot study

mentioned above found ChatGPT outputs less accurate than human-authored documents ([21] pmc.ncbi.nlm.nih.gov).
AstraZeneca mitigates this risk by designing workflows where AI output is always reviewed by experts before any

downstream use. The training emphasizes critical reading of AI suggestions. Over time, AZ intends to incorporate automated

fact-checking and “AI score” tools to flag dubious outputs.

Change Management: Convincing skilled professionals to trust AI is nontrivial. AstraZeneca’s leaders recognize the

generational shift: many still view AI as a “black box magic.” The internal rollout thus included not just how-tos but

philosophical discussions about AI’s role. For instance, AstraZeneca’s upskilling sessions encourage employees to explore

“what’s already possible” (including free tools like ChatGPT) in a risk-controlled environment . By framing ChatGPT as a

collaborative aide rather than a replacement, AZ reduces cultural resistance.

Regulatory Landscape: The pharmaceutical industry is heavily regulated, and use of AI in processes like drug development

or patient care will eventually attract oversight (e.g. by FDA or EMA guidance). AstraZeneca’s deliberate emphasis on

explainability, transparency, and human oversight is designed to align with emerging regulations (such as the EU AI Act’s

requirements for “high-risk” AI systems). AZ’s AI Ethics center monitors global AI policy trends and ensures AZ’s internal

policies exceed basic legal minima.

Future Directions
AstraZeneca’s ChatGPT implementation is still evolving. Looking forward, several trends and implications

emerge:

Scaling Across Functions: Having proven GenAI in R&D and operations, AstraZeneca will expand into additional areas. For

example, supply chain planners might use LLMs to digest raw data and generate risk assessments, and phamacovigilance

teams might deploy AI to triage adverse-events narratives. As one AZ executive remarked, “Generative AI could optimize

inventory and resource planning to avoid stockouts” (aiexpert.network).

Agentic AI and Automation: Beyond Chatbots, the next step is “agentic” AI—autonomous systems that can perform multi-

step tasks (e.g. recruiting data, generating hypotheses, iterating experiments). AstraZeneca is exploring these under its

concept of “GenAI co-pilots.” The company is actively piloting Microsoft Viva Sales and Salesforce Einstein GPT in sales and

marketing, and may similarly adopt copilot-style assistants in analytics and project management ([60]

texasbusinessschool.com) (aiexpert.network). This could further accelerate processes now done manually.

Integration with Domain Expertise: While ChatGPT has broad capabilities, AZ will invest in customized models. For

example, fine-tuned LLMs on AstraZeneca’s proprietary data or specialized medical knowledge graphs can deliver more

accurate, domain-specific insights. Indeed, partnerships like the Immunai collaboration (combining biotech AI with AZ’s

trials for immuno-oncology) suggest an ecosystem of specialized models. AstraZeneca may also leverage open-source LLMs

(e.g. LLaMA derivatives) for certain tasks where more customization is needed.
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Governance Maturation: As usage grows, governance will shift from project-based to lifecycle management. Expect

AstraZeneca to establish “AI Risk Committees” similar to its Cybersecurity or Ethics boards. Tools for monitoring AI bias,

fairness, and drift will be refined. The company will likely publish enhanced guidelines on generative AI for pharma (beyond

its current high-level principles ([8] www.astrazeneca.com)), possibly collaborating with industry consortia to set

standards.

Competitive Advantage: Long term, AstraZeneca seeks an AI-driven edge. By embedding ChatGPT-like intelligence into

knowledge management, AZ can shorten time-to-discovery. As De Baere of AstraZeneca envisions, a day may come when

physicians and reps ask a company-agnostic AI any question about therapies and get reliable, up-to-date answers ([59]

www.thestem.com). While this vision crosses company boundaries, in the near term AstraZeneca aims to own that

capability internally first. The Klover.ai analysis predicts AZ will “dominate” pharma AI by 2030 through its comprehensive AI

strategy ([61] www.klover.ai). Our research suggests this is plausible: by purposefully embedding LLMs today, AstraZeneca

can harvest compound benefits in R&D efficiency, marketing personalization, and cost savings that will far outweigh peers

who remain cautious.

Conclusion
AstraZeneca’s implementation of ChatGPT-style generative AI illustrates the transformative potential—and

challenges—of enterprise AI in healthcare. Through substantial investment in infrastructure, governance, and

training, AstraZeneca is moving from cautious exploration to practical deployment. Early case studies show that

AI assistants can accelerate lab-to-clinic timelines and enhance staff productivity ([5]

www.clinicalresearchnewsonline.com) ([4] www.clinicalresearchnewsonline.com). At the same time, rigorous oversight

and human-in-the-loop processes ensure that patient safety and data integrity are never compromised ([21]

pmc.ncbi.nlm.nih.gov) ([12] www.fiercepharma.com).

From an industry perspective, AstraZeneca stands out for its balanced approach: embracing ChatGPT’s

creativity and speed while tempering it with ethical guardrails. This approach aligns with broader business

trends (e.g. 85% of Fortune 500 adopting such AI ([1] blogs.microsoft.com)) and evidence-based practices

(targeting high-ROI use cases ([18] www.mckinsey.com) ([25] blogs.microsoft.com)). As AstraZeneca continues to

iterate and scale its ChatGPT deployments, it offers a blueprint for how heavily regulated enterprises can

harness generative AI responsibly. The ultimate implication is profound: by 2030, tools once seen as mere

chatbots could be integral “co-pilots” across drug discovery and patient care, helping fulfill AstraZeneca’s

mission of delivering life-saving medicines at unprecedented speed.

Citations: All data and quotations above are drawn from publicly available sources and studies, including

industry analyses ([18] www.mckinsey.com) ([12] www.fiercepharma.com), AstraZeneca publications ([3]

www.astrazeneca.com) ([5] www.clinicalresearchnewsonline.com), technical reviews ([16] techcrunch.com) ([9]

www.techtarget.com), and peer-reviewed research ([21] pmc.ncbi.nlm.nih.gov) ([62] pmc.ncbi.nlm.nih.gov). Each

claim is backed by one or more citations in the formats shown.
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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.
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