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Executive Summary 
Why do healthcare AI initiatives struggle to become part of everyday 
operations? 

A pattern we keep seeing in our conversations with healthcare professionals 
is that they are already pumped with too many ideas. 

They clearly understand the kind of opportunities AI can bring to their 
operations. Even then, there are certain challenges that still pull them away 
from being completely AI-ready. 

AI readiness in healthcare is not just about technology infrastructure 
or model performance.  

It comes down to whether an organization has the data engineering 
practices, AI governance strategy, workflows, and operational 
foundations needed to support healthcare initiatives. 

Each segment is working toward the same goal, but the path to getting there 
can look very different. We'll further explore where organizations typically run 
into challenges, how those challenges differ across healthcare segments, 
and what it takes to move AI initiatives from promising pilots into everyday 
operations.

Readiness doesn't look the same everywhere.

• A provider network has different concerns than a payer.  

• The same goes for a diagnostics organization, as it faces different 
challenges than a digital health platform.  



A 2025 analysis[1] found that 95% of enterprise AI pilots failed to generate 
measurable ROI. Quite some time back, when people spoke about AI 
readiness, the discussions always centered around whether there was 
enough data, cloud infrastructure, and integration bandwidth.

Understanding AI Readiness in Healthcare
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Right now, these are not priorities. The way AI readiness is looked at today has 
changed. It needs to be a bigger part of clinical documentation, patient 
engagement, claims operations, diagnostics workflows, and care 
management. 

Strategy and adoption are usually confused with readiness, while all three serve 
different purposes. A strategy answers where an organization wants to go. 

Adoption focuses on implementing tools and use cases. Readiness determines 
whether those initiatives can operate reliably once they become part of 
everyday business processes.



1. How much trust is there in the data being used?  

2. Will existing workflows support AI without creating additional 
complexity?

3. Are governance processes equipped to scale as AI expands across 
departments?

4. What mechanisms are in place to monitor AI systems after they move 
beyond controlled pilots?

The distance between an approved AI initiative and an operational AI 
system that consistently delivers value is significant. One of the 
biggest contributors to this gap is workflow disconnect. 
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AI business solutions are often introduced into existing processes. A 
recommendation may be accurate, but if it arrives at the wrong point in a 
clinician's workflow, it becomes another notification to ignore. A similar 
challenge can be seen in claims operations, where teams are expected to 
adopt AI-driven decisions without changes to the surrounding processes. 

Ownership turns out to be the next issue. When the AI solution is set up and 
running, if there is no designated individual to own performance monitoring or 
decide when changes are needed, it will struggle to move forward. 

Once an AI initiative gets approved, the excitement is usually high in the 
beginning, to the extent that even pilot programs are launched faster. The 
challenges of implementing AI in healthcare show up right after this, when 
questions about ownership begin to surface. This is what we refer to as the 
AI execution gap. 

Why is the old definition of readiness no longer enough? Because before 
implementing AI, healthcare leaders need to answer a few things, such as: 

Why Existing AI Strategies Are Not Delivering Results 
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Data fragmentation adds another layer of complexity. Healthtech companies 
generate enormous amounts of data, but it often sits across different systems 
and departments. 

Governance is often treated as a later-stage discussion, where companies 
find themselves playing catch-up. Questions around compliance, validation, 
auditability, and risk management tend to grow as AI moves closer to 
operational use.  

In some cases, governance discussions begin only after a solution is ready for 
deployment, creating delays that could have been addressed much earlier. 

Every AI solution in the market is meant to reduce manual effort. That is not 
the same as creating business value for providers, payers, diagnostics 
organizations, and digital health companies. 

Conversations about AI implementation in healthcare eventually circle 
back to data. Our experts have spent a considerable amount of time 
finding out the main reason why it happens. We've seen that AI 
struggles to see the full picture. Part of the challenge is that more than 
80% of healthcare information[2] exists as unstructured data.

Pillar One: Data Foundation Readiness 
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As a patient goes through different procedures and treatments, their 
data also moves through multiple systems across departments. Bits of 
information are scattered across EHRs, claims systems, diagnostic 
platforms, and connected devices. 

Bringing all of that together in a way AI can understand is often harder 
than building the model itself. Take these into consideration to 
understand whether your data can support AI and deliver value. 

Pillar Two: AI Governance Readiness 
Healthtech companies aren't starting from scratch when it comes to 
governance. When AI models enter the picture, things become a little 
different. As these systems learn and evolve, many teams are still figuring out 
how to manage their impact on clinical and administrative decisions. 

Companies find themselves managing AI through informal processes that 
weren't designed for it. This is where an AI accountability model becomes 
important.
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It establishes ownership and decision-making responsibilities throughout 
the lifecycle of an AI system. Building that level of accountability requires a 
few AI data governance capabilities. 

Deployment failures has nothing to do with the model. An AI model can 
generate recommendations all day long, but that does not automatically 
improve patient care. 

For example, a claims reviewer may receive an AI-generated recommendation 
without enough context to make a decision. People, processes, and 
responsibilities ultimately determine whether those recommendations create 
value. Operational readiness focuses on building that connection. 

Define what happens next before deployment begins. Every 
recommendation should trigger a known action and lead to an expected 
outcome. 

If a clear path to action is unavailable, recommendations may be 
ignored, delayed, or applied inconsistently. 

• Establish a Clear Path from Recommendation to Action 

Pillar Three: Operational Readiness 



AI does not need to participate in every decision. Some decisions benefit 
from AI support and others require human judgment and regulatory oversight. 

Clear operational boundaries improve readiness by defining how AI 
implementation supports decisions and who holds final decision-making 
authority. 

Every healthcare professional who interacts with an AI-enabled solution 
should understand their role in reviewing outputs, validating 
recommendations, escalating concerns, and taking action when needed. 

From an AI governance perspective, accountability should remain with 
people, not the technology. 

System usage, model performance, and adoption metrics are the kinds of 
metrics that only show whether AI is being used and do not indicate how AI is 
creating value. 

Operational readiness measures help you look at the outcomes that matter 
to the business. Tie success metrics to operational outcomes, and it 
becomes easier to understand the real-world impact of AI. 

It is common practice to focus on reviewing situations where AI produces 
an incorrect recommendation. Operationally mature organizations review 
both sides of the equation. 

They investigate when AI is wrong, and they also examine situations where 
AI was correct and no action was taken. Looking at both scenarios often 
reveals insights that are just as valuable as improving the model itself. 

• Clarify Where AI Supports Decisions 

• Assign Operational Responsibilities Early 

• Measure Outcomes Instead of Activity 

Expert’s Note 
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The benefits of generative AI[4] are becoming easier to see across healthcare 
through new approaches to supporting patient care. Applications such as 
conversational AI in healthcare have shown how AI can improve access to 
information and make interactions easier for care teams. 

Agentic AI builds on that foundation by moving beyond information 
generation and toward autonomous execution.  

To prepare for that shift, healthcare leaders should focus on three capabilities. 

Pillar Four: Agentic AI Readiness 



Readiness Across Healthcare Segments 
Each healthcare segment reaches AI maturity through a different path. 
The challenge is preparing the environment in which AI will operate. 
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An industry research study by Deloitte[3] found that 61% of healthcare 
leaders are already building agentic AI initiatives or have secured budgets, 
while 85% expect investment to increase over the next few years. 

This shows how AI will continue to become more capable and take 
on greater operational responsibility. Readiness is becoming the 
differentiator because it determines whether those initiatives can 
positively impact clinical[5] operations and patient engagement.  

AI has enough people talking about what it can do. We focus on what 
it needs to keep working through data engineering, AI governance, and 
agentic AI capabilities. 

Operational Readiness Shapes AI Success 
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