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Executive summary

Acme operates a HIPAA-covered SaaS platform for healthcare clinics with $42M ARR and 312

employees. The team uses ChatGPT Team and GitHub Copilot today but has no formal AI

strategy. Leadership has asked: where do we start, and what could this be worth?

This pipeline contains 20 vetted AI use cases scored against three axes — business value,

feasibility, and risk — and sequenced into a 12-month rollout. The recommended Q1 initiatives

produce a conservative 14-22% productivity gain on the affected workflows. Three use cases

are flagged Wait-and-See and explicitly not recommended this year, primarily for regulatory or

maturity reasons.

The top three quick-wins (months 1-4): clinical chart summarization assistance, customer-

support draft assistant, and SDR research automation.

2026 industry context

The healthcare SaaS sector is mid-adoption on generative AI. Per BCG (May 2026), 31% of

healthcare SaaS companies have at least one production AI feature, up from 11% in 2024. The

leaders (top 5%) report 1.7x revenue growth vs sector laggards. The fastest-growing

categories are scribing, prior-auth automation, and clinical decision support — the latter

heavily regulated and where most failures concentrate.

For mid-market healthcare SaaS specifically, the highest-confidence pattern is back-office

augmentation (billing, contracts, support). Customer-facing clinical AI is high-risk and we

recommend Acme defer until 2027.

The 20 use cases

Tier 1: Q1 quick-wins (months 1-4)

1. Customer support draft assistant

Description: Claude-drafted first-pass responses to inbound customer tickets, queued for

human review in Zendesk. Tuned on Acme’s historic tickets + tone guide.

Business value: 30-40% reduction in first-response time. 18% fewer tickets escalate (industry

benchmark for similar deployments).

Feasibility: High. Tooling exists, integration is well-documented.
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Risk: Low. Human-in-the-loop by design. PHI must be sanitized before prompts.

Estimated ROI: $185K/year in CS time saved at current ticket volumes. Payback < 3 months.

2. Clinical chart summarization (internal use)

Description: A summarization layer for clinicians who pull up a patient’s chart — Claude

produces a 5-sentence summary highlighting recent changes, active issues, and outstanding

items. Internal-only initially; not customer-visible.

Business value: Sales-cycle accelerator — most prospects ask for this. Internal pilot proves

the concept before customer-facing release.

Feasibility: Medium. Requires careful PHI handling and per-customer BAA review.

Risk: Medium. PHI handling is the central risk. Mitigated by running on de-identified data in Q1

pilot.

Estimated ROI: indirect — primarily a sales enabler.

3. SDR research automation

Description: Claude pulls publicly available info on prospect clinics (size, location, EHR

system, recent news) before SDR outreach. Triples the per-rep prospect coverage.

Business value: 2-3x SDR productivity on research. Estimated 15-20 more qualified meetings

per quarter.

Feasibility: High. No PHI exposure. Off-the-shelf tooling.

Risk: Low. Public data only.

Estimated ROI: $240K/year in pipeline acceleration, assuming current conversion rates.

4. PR/code-review assistant

Description: GitHub Copilot Enterprise reviews every PR for adherence to Acme’s coding

conventions, security patterns, and PHI safety. Augments human review.

Business value: 25% reduction in review cycles. Junior engineers ramp faster.

Feasibility: High. Already piloted with 8 engineers; positive feedback.

Risk: Low. Doesn’t auto-merge.

Estimated ROI: $145K/year in engineering time. Already partially captured.

5. Sales proposal draft generator

Description: AE describes the deal context; Claude drafts a tailored proposal using prior

winning proposals as exemplars.
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Business value: 6 hours saved per proposal. 30% more proposals per AE per quarter.

Feasibility: High.

Risk: Low. Human-reviewed before sending.

Estimated ROI: $95K/year in AE time + uplift from proposal volume.

Tier 2: Q2-Q3 strategic bets (months 5-9)

6. Customer-facing chart summarization

Description: Same as #2 but customer-visible. Goes after a BAA is in place with the AI vendor.

7. Prior-auth packet automation

Description: Generates the prior-authorization packet for common insurance flows. Heavily

regulated; phased rollout.

8. Customer-success churn prediction

Description: ML model on customer usage data predicts churn 90 days out.

9. Onboarding email sequence personalization

Description: Per-customer-segment onboarding sequences, generated and tuned

automatically.

10. Contract review assistant for Legal

Description: First-pass review of inbound BAAs and customer contracts. See also our

separate CLO Agent tool.

11. Engineering on-call assistant

Description: Claude reads the active incident channel + recent commits and suggests next

debugging steps.

12. Internal documentation Q&A

Description: RAG layer over Notion + Confluence + Slack archives. Reduces “ask Jane”

interruptions.

13. Customer health score generation

Description: Per-customer health rollup, generated nightly. CS uses for proactive outreach.
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Tier 3: Q4 foundational investments (months 10-12)

14. Data warehouse semantic layer

Description: dbt + LLM-generated metric definitions. Foundation for #15.

15. Self-service analytics for internal users

Description: Natural-language queries over the warehouse.

16. Internal chatbot for HR + ops

Description: Answer common employee questions without IT tickets.

17. AI-assisted incident postmortem drafting

Description: Already partially captured via our Claude User Guide pattern #1.

Tier 4: Wait-and-see (NOT recommended for 2026)

18. Clinical decision support (customer-facing)

Why wait: Regulatory risk too high for current Acme governance maturity. Revisit Q1 2027.

19. AI-generated patient communications

Why wait: Brand and clinical risk. Strict customer disclosure rules apply.

20. Fully automated billing claims submission

Why wait: A single error can trigger Medicare audit. Human-in-loop too important to remove

yet.

Prioritization matrix

The 17 active use cases plotted on value (vertical) vs feasibility (horizontal):

Low feasibility Medium feasibility High feasibility

High value #14 #15 #6 #10 #13 #1 #3

Medium value #7 #8 #11 #12 #2 #4 #5

Lower value #16 #17 #9

Q1 starts with the high-value high-feasibility cell (#1, #3) plus the strategic enabler (#2). Q2-

Q3 work down and left as governance and data maturity grow.
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12-month rollout

Q1 (months 1-3): Use cases #1, #3, #4, #5. Stand up the AI Governance Committee. Adopt the

AI Acceptable Use Policy (see separate Blue Sheen deliverable). Hire or reassign one ML/AI

engineer.

Q2 (months 4-6): Pilot #2 internal-only. Begin #10 with Legal team. Add #11 for on-call

rotation. Establish weekly AI metrics review.

Q3 (months 7-9): Customer-facing release of #6 with disclosure. Production roll of #7 with

one anchor customer. Begin #8 model dev. Vendor selection for #14.

Q4 (months 10-12): Roll out #12, #13, #16. Build #14 + #15 foundation. End-of-year readout:

which Tier 4 items move into 2027 pipeline.

Capability gaps to address

Talent: one ML/AI engineer needed in Q1. CS analyst with AI-tooling fluency in Q2.

Data: customer data lake is in place; metadata catalog needs work for #15.

Governance: AI Governance Committee — does not exist today. Stand up Week 1 of Q1.

Tooling: Anthropic BAA (currently no BAA). Procurement opens in Q2 for #6 customer-

facing roll.

Vendor recommendations

Use case Build / Buy / Partner Vendor recommendation

#1 CS draft assistant Buy (Forethought or Ada with

custom voice tuning)

Forethought

#2/#6 chart summarization Build on Anthropic (BAA

pending)

Anthropic Claude

#3 SDR research Buy (Clay + Claude or similar) Clay

#4 code review Already bought GitHub Copilot Enterprise

#7 prior-auth Partner (this is a domain-

specific play)

Cohere Health or similar

• 

• 

• 

• 
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Use case Build / Buy / Partner Vendor recommendation

#14/#15 analytics Build (semantic) + buy (NL

query)

dbt + Snowflake Cortex

KPIs per initiative

Every Q1 use case has weekly + monthly metrics. Sample for #1:

Weekly: % of tickets with AI-drafted first response; mean accept-rate of draft (target >

60%); avg edit-distance from draft to sent

Monthly: first-response time reduction; ticket-resolution time; CS NPS

A full KPI dashboard template is appended to the customer Slack channel weekly.

Governance recommendations

AI Governance Committee (CTO + GC co-chair, AI engineer + CS lead + Eng lead): meets

biweekly first quarter, monthly after.

Decision rights: committee approves new tools and use cases. Tier 4 items require Board

notification.

Review cadence: quarterly portfolio review; annual policy refresh.

Incident protocol: AI incidents tied into existing HIPAA breach-response runbook.

Appendix: methodology

ROI estimates use conservative ranges from public benchmarks (BCG 2026 enterprise AI

report, Forethought industry data for #1, similar deployments cited per use case). Risk

discounts apply 25% to base estimates to reflect Acme’s early AI maturity. NPV horizons are

24 months unless noted.

·  ·  ·

This sample pipeline was hand-crafted by Blue Sheen for a fictional client. Your real pipeline

will be calibrated to your industry, AI maturity, risk appetite, and strategic priorities. Request

your custom pipeline at bluesheen.com/tools/ai-innovation-pipeline/.

• 

• 

• 

• 

• 

• 
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