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Smarter, Faster, Bolder: Al’'s New Role

in Pharma Commercial Strategy

How agentic Al is modernizing commercial models and what life
sciences organizations must do fo stay competitive.

s life sciences organizations move beyond experimentation and begin to examine Al’s role in everyday

workflows, a new chapter in commercial strategy is unfolding—one led by agentic Al. Pharmaceutical

Executive sat down with Avinob Roy, Vice President and General Manager of Global Commercial
Product Offerings at IQVIA, to discuss how the rise of agentic Al is transforming commercial operations. He
shares how these Al-powered agents are enhancing decision-making, refining brand strategies, and boosting
field engagement. Grounded in real-world experience, Roy cuts through the hype to reveal the practical steps
for scaling Al and delivering measurable value across daily operations.

PHARMACEUTICAL EXECUTIVE: How are advancements in Al reshaping commercial operations in life
sciences foday?

AVINOB ROY: Advancements in Al, particularly agentic Al, are moving commercial teams beyond traditional
reporting and even predictive analytics foward a more autonomous, always-on model. Instead of relying on
manual processes or quarterly cycles for activities like call planning, segmentation and targeting, and territory
design, Al agents can continuously optimize these workflows in real time.

For example, in field settings, this shift allows reps to focus on what matters most: creating meaningful
customer impact, rather than spending time on repetitive administrative tasks. Agents handle those tasks—
such as pulling insights, logging calls, or monitoring dashboards—so teams can operate more strategically.

Looking ahead, these agents won't be viewed as optional tools; they’ll become an integral part of the
commercial ecosystem, as essential as enferprise platforms are today.

PE: What are some of the most common misconceptions about agentic Al in our industry, and how can
leaders separate the hype from real scalable value?

ROY: One of the biggest misconceptions is that selecting the right large language model (LLM) is the finish
line. Inreality, the model is just the starting point and represents maybe 15% of the effort. The real work lies
in applying domain expertise, curating and governing data, establishing guardrails, and driving change
management to ensure adoption.

Another misconception is that Al equals chatbots. Agents are far more sophisticated—they don’t just generate
text; they can plan, act, learn, and execute tasks on your behalf. When deployed effectively, an agent
ecosystem can fundamentally change how commercial teams operate.

Finally, there’s the fear that Al will replace people. The fruth is that agents are designed to eliminate repetitive,
low-value tasks so feams can focus on strategic priorities. Think of them as digital companions that enhance
productivity and decision-making, not as replacements for human expertise.
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PE: What does it take to move from a successful Al proof of concept (POC) to
a production-scale deployment across markets and teams?

ROY: A proof of concept is relatively easy to achieve today because of the
availability of tools and LLM wrappers. You can spin up a POC in weeks. Scaling
to enterprise level, however, is a different challenge. Think of it as moving from
starting the plane engine to actually flying the plane.

Every use case must have clear business ownership, with accountability for
financial impact and adoption. Without that sponsorship, even the most advanced
Al agents won't gain fraction.

Data readiness is critical. Before you deploy, evaluate what data assets you have,
their quality, and whether metadata is in place for agents to inferpret. It is not
about building massive data lakes, it's about ensuring the right data is accessible
and usable.

Rethink workflows. Traditional Saas tools were designed for human interaction with
forms, clicks, and text boxes. Agents do not need those. Take this opportunity fo
redesign processes and leverage Al agentic automation fo shorfen steps.

Compliance is another non-negotiable. Guardrails must align with industry
regulations, especially around patient data.

Finally, build for scale, not for one-off projects. Agents should be modular

and inferoperable, like employees who learn and grow over fime. And do not
underestimate change management. Adding another interface on top of existing
systems can create friction. The goal is simplification, not complexity.

PE: What are some ingredients for success when scaling Al in life sciences
and what role does data infrastructure, domain expertise, and testing play in
this process?

ROY: Success starts with the right foundation. Data, domain expertise, human
oversight, and LLMs together create effective agents. Begin by ensuring you
have enough quality data for agents to interpret and build confext. This is also
an opportunity to rethink your data structure, so it supports accessibility and
scalability.

Domain expertise is equally critical. Agents need clear instructions on how fo
interpret tools, data, and workflows. Just like a new hire, they require real-world
exposure to learn and adapt.

Human oversight remains essential. While agents will eventually operate more
autonomously, today we need humans in the loop fo catch errors and provide
feedback. That feedback should be captured and fed back info the system so
agents can improve over fime.
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Finally, testing is critical and complex with agentic ecosystems. Agents can
hallucinate, so a strong testing framework is necessary to validate performance,
accuracy, and compliance before scaling.

PE: How should commercial leaders prioritize use cases for Al and what
criteria should be guiding these decisions?

ROY: Start with a clear, measurable objective for each use case. Define what
the agent will do, the cost or time savings it will deliver, and how quickly

the capability can be brought to market. Map out the three-year value of
the use case. For example, will it accelerate launch timelines by 10 percent
or significantly reduce operational complexity? These metrics should guide
prioritization.

Next, assess organizational readiness. Do end users understand how fo interact
with the agent? Do they have the right incentives to adopt it? Data readiness is
equally important. If the required data is not available or cannot be combined due
fo regulatory constraints, the use case is not viable yet.

Timing also matters. Is there a business event creating urgency, such as multiple
upcoming launches? If so, prioritize use cases that will have the greatest impact
on those milestones. Finally, ensure you can measure success. Adoption is not just
about deploying agents but about fracking how well they learn, adapt, and create
value over time.

PE: What excites you most about the future of Al in life sciences
commercialization and what should organizations be doing to prepare for it?

ROY: Over the next three to five years, agents will become multimodal, working
across text, audio, and video fo orchestrate complex engagements. Imagine agents
in front-line roles, handling pre-sales inferactions or generating hyper-personalized
microsegments for brand messaging in real time. Today, this level of precision and
personalization is difficult because of resource constraints, but agents will make it
possible at scale.

Agents will also accelerate brand launches by simulating scenarios and predicting
success rates, helping teams choose the most effective strategies. These
capabilities will fundamentally change how we plan and execute commercial
strategies.

To prepare, organizations need to focus on three things. First, recognize that
LLMs are rapidly becoming commoditized—the true differentiator will be

how effectively you design and deploy agents infused with domain-specific
infelligence. Second, rethink data architecture to ensure agents have the right
data and models. Finally, prioritize adoption. Even the most advanced agents fail
without user buy-in. Change management and the right partner for scaling will
be critical fo success.
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