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A note from the author

Most of what you have read about Al in healthcare is
some version of the same two warnings: write a policy,
and protect your patient data. Both are true. Both are
also what every advisory shop and IT provider in this
industry is now saying. When everyone says the same

thing, none of it helps you decide what to actually do on
Monday morning.

| wanted to write down the part nobody is saying.

It comes down to one idea: there is a difference
between renting Al and owning it, and that
difference is going to decide which practices pull
ahead this decade.

After twenty years in healthcare IT, | have watched a few
technology shifts come through. This one is different,
and the practices that treat it like just another software
purchase are going to look back in two years and wish
they had understood it sooner.

This guide is not a sales pitch. It is the honest version
of what | would tell you if we were sitting across the

table. Read it, argue with it, and use what is useful.

— Nick Recker, Path Forward IT
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You need Al.

Al does not decide
whether your
organization runs well.
It amplifies whether
you're already well-run.

The vendors selling you
a platform to “handle Al”
are selling you a rental:
capability you will lease
forever and never own.
The organizations that
pull ahead this decade
will not be the ones
that bought the most.
They will be the ones
who built it into how
they operate, and never
stopped.

The whole guide turns on
one distinction: renting
Al vs. owning Al.

Renting Al

PHILOSOPHY

“We bought a platform
to handie AL

Capability lives in
the vendor’s software

EVERYDAY REALITY

® You buy the tool, then wait on the vendor's roadmap

® You can't tell real capability from a thin wrapper

® You start over every time the tool changes

® You're locked to whoever set it up

Capability is rented. The bill never stops.

Owning Al

PHILOSOPHY

“We built Al into how
we operate.”

Capability lives in
your people and your processes

EVERYDAY REALITY

( )

@ You know when to use Al, and when not to
-

y

@ You can spot a weak vendor in the first meeting
& J

4 N\
@ You adapt quickly as the tools change

@ You own the judgment, not just the output
& J

Capability compounds. You own it for good.

pathforwardit.com
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Where is
on Al right now?
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Why an Al tool

— Tools get replaced. Capability doesn't.

The Al landscape resets every few months. The tool you buy today gets acquired, outpaced, or
deprecated. The ability to evaluate, govern, and adapt never expires, because you own it.

— Tools create dependency. Ownership creates leverage.

Every change routes back through the vendor. You hold a license, not the workflow, and every iteration costs
time and budget you didn’t plan for. Owned capability puts the leverage back on your side of the table.

- A tool solves one problem. A tech-enabled business solves dozens.

Point solutions stack into a brittle, expensive sprawl. Software companies don’t buy a tool per problem; they
build an operating layer that compounds. That’s the model that scales, and the one that moves your multiple.
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own
your Al, operate like a
software company

Payer dispute, star rating drops

&® Scrambles to respond © Responds in a day

Requests a report from a Bl vendor; leadership assembles a counter-

Pulls the EOB data into a working environment, runs the comparative
argument over six weeks. By then the conversation has moved on.

analysis, and walks into the payer meeting with the narrative.

Vendor pitches a $200K Al dashboard

& Writes the check © Declines the pitch

No one in the room can ask the right second question. Pays for

Leadership asks three questions that expose the product as a
capability that already exists in tools they own.

wrapper on a public foundation model. Saves $200K in 20 minutes.

Continued pathforwardit.com 7
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own

your Al, operate like a
software company

New VBC contract structure drops

&® Waits on the EHR vendor © Models impact in a week
Reporting is on a quarterly release cycle. Negotiates The team models financial impact across the
from someone else’s data. Loses margin. patient panel in plain English and negotiates with real leverage.

Board asks about Al strategy

® “We're exploring options” © Answers specifically

Lists tool names; can’t describe outcomes, Describes what's running, how it's governed, and what

governance, or what'’s next. Confidence erodes. the org looks like in five years with Al in the operating layer.
Outcomes
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Start now, see a

[ P First quarter j Ongoing

@ Discovery & operating review 1-2 weeks
The discovery call plus a short review of where you are and where Al creates
value first.
Foundation First 30-45 days
Governance framework in place, executive literacy underway,
and the owned platform stood up with guardrails, all in parallel.

@ First digital employee live

First use case in production with a measurable outcome.

Managed evolution Month 3-4 onward

)

Consulting transitions into a managed service that keeps evolving the digital
employee, adds use cases, and extends literacy deeper into the organization.
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What you could build

oo
0o

The executive Al operating system

A personal, governed set of agents that synthesizes reports, drafts the board
update, and models the scenario before the call. Leadership’s first digital employee.

Agentic supply-chain control

An agentic team monitors every open PO, compares promised vs. updated ETAs, and
flags exceptions straight into Teams, then keeps watching until it's resolved.

Business-controlled expertise engine
A secure internal LLM trained only on approved material, with an agentic review

layer governing what enters institutional memory, so expertise becomes an asset they own.

pathforwardit.com
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Al governance framework

Start at the top. A HIPAA-aligned governance layer
your operators can actually enforce, not a template
from legal that nobody reads. Governance is simplest
before the sprawl; this is where you begin.

Vendor evaluation
framework

The questions to ask and the red flags to spot, so
your team never sits in a demo unable to tell real
capability from a wrapper. Stop buying one-off
tools that deepen lock-in.

Use case prioritization

A ranked map of your organization’s real operating
problems, so you stop chasing vendor roadmaps and
start solving your own problems first.

3 live pilots with
measurable outcomes

Real use cases, inside your own walls, with
outcomes attached. Not a proof of concept,
a proof of capability you now own.
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What if you

Reimbursement

Payers already run Al on your claims. The
organization with its own analytics answers
a denial in a day. Everyone else waits six
weeks, and eats the margin.

Value-based care

The organization that can model its own
population in plain English walks in with
leverage. The one waiting on a vendor
report walks in blind.

Staffing

Automating routine work recovers margin
you can put toward clinicians. Without it,
you're leaving budget on the table —
paying out for work software should do.

Board pressure

Your board or sponsor already read the
same McKinsey report. "We're exploring
options" is not an answer. Specifics are. And
specifics move the multiple.
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Your
moves forward, together

C-suite & owners walkinto any boardroom or sponsor meeting ready.

v Answer board and sponsor Al questions with data, not assurances.
v Tell real capability from a thin wrapper before you sign.
v Build the operating story that earns a better multiple.

v Stop betting the organization on tools you can’t evaluate.

Physicia ns & clinical OPS More throughput. Less friction. Same care.

v Know which Al actually removes documentation and operational burden.
v Shape how Al lands in the workflow instead of having it dropped on you.
v Protect patient data without slowing clinical decisions.

v Find where prior auth, intake, and denials can run themselves.

IT directors & VPS Lead from the front, not the back.

v Get ahead of shadow Al before it becomes a HIPAA incident.
v Evaluate every infrastructure decision through a clear Al lens.
v Become the expert leadership turns to, not the bottleneck.

v Govern adoption without choking the teams who need it.
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and how we compare

pathforwardit.com 14


https://pathforwardit.com/

and how we compare

0) PATHFORWARD IT Traditional MSP One-time course

X X

(builds dependency) (vocabulary only)

Builds internal
capability

X

or-commissioned)

Platform-neutral N/A

HIPAA governance

included Rarely

Runs on your real use
cases

Ongoing support after
engagement
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Frequently asked questions

Your IT team is one of the biggest reasons to do this. The engagement works
alongside them, building their Al literacy and turning them into internal champions
who can carry the work forward. We are not replacing your people. We are making
them harder to outmaneuver.

No, and it will probably make that relationship more valuable. The engagement
gives your leadership team the vocabulary to know exactly what to ask your MSP for,
what good looks like, and where your current partnership has gaps.

A consultant builds a strategy and leaves. The engagement ends with your team
owning the judgment: the ability to evaluate, govern, and build without bringing
someone in every time the landscape shifts.

The literacy gap does not discriminate by size. Smaller organizations are often
more exposed; there is less slack to absorb a bad vendor decision or a missed payer
dispute. The engagement scales to your organization.

Not in the sense of a course you buy and watch. It is a managed, high-touch
engagement built around real work. What it produces is entirely yours: your own Al
platform, governance framework, and a digital employee you own.

pathforwardit.com
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0) PATHFORWARD IT

Next steps

Discover what your 5 Technology Risks Affecting Get answers to questions
most urgent Al needs are  Healthcare Practice Margins without a meeting

Schedule Meeting Download Guide

pathforwardit.com 17
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https://pathforwardit.com/schedule-meeting-calendar-mql-thank-you
https://9136097.fs1.hubspotusercontent-na1.net/hubfs/9136097/Content%20Heroes/PathForwardIT_HealthcareRisksSummary.pdf
https://pathforwardit.com/contact

