THE HEALTHCARE Al OPERATING SYSTEM

From Strategy to Deployment: A practical playbook for evaluating, implementing, and monitoring healthcare Al.
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The Landscape:
Infinite Noise

128+

Vendors

Spanning 32 categories
including EHRs, clouds, and
open-source models.

snabled device entries
16% radiology, -96% via 510k).

Shifting
o Regulations

A moving target of ONC HTI-1
rules and Joint Commission
guidance.



The Deployment Malndate
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A Digital Instrument for Deployment

The Scope

8 domain deep dives and 29
concrete operational plays.

The Tools

y H::m Interactive Readiness Assessment,
: S CFO ROI Modeler, and Multi-

Quarter Roadmap Builder.

The Alignment

Governance toolkit mapped strictly
to NIST, HIPAA, FDA, ONC HTI-1,
and Joint Commission standards.



The Exploded Isometric Architecture
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From Intent to Everyday Care

4. Model 8. Monitor
2. Assess Value Results
Readiness ! |

‘ . 5. Validate
Locally

PR

7. Prepare

1. Identify Deployment

Need

6. Establish
Controls

3. Compare
Options

2. Assess 4. Model
Readiness Value

8. Monitor
Results

/. Prepare
Deployment

1. Identify 5. Validate

Locally
e 6. Establish

Controls
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In Practice: The Ambient Scribe

=

7
ALUATION

To demonstrate the
operating model in action, we
will track a single, illustrative
use case through the 8-step

lifecycle:
e Evaluating a generative Al

clinical documentation
assistant for a limited pilot.
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Core Principle 1: Workflow Before Model

A score without a designed human response is noise. DeCide who acts,
acts, on what, within what time, before anything is switched on.



Core Principle 2: Validate Locally, Always
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Operating Practices for Scalability

4 Y
Tier Risk

Proportionality makes
governance fast. Scale
controls to the clinical risk.

Instrument Everything

You cannot govern what
you cannot see. Track edit
rates and overrides.

%

Own Foundations

Solve infrastructure once.
Build one LLM gateway
and one FHIR layer.

<%

Value is a Decision

Time saved only becomes
money if a schedule or
budget changes.
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Step 1: Assess Organizational Readiness

The playbook features a
24-statement readiness
readiness assessment
across six dimensions.

It identifies maturity
levels and provides
immediate focus advice
before a pilot begins.
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Visualizing the Starting Line

Clinical

Cultural Technical

For our scribe pilot, the
radar reveals high clinical
enthusiasm but flags our
governance framework: we
lack policies for managing
unstructured generative Al
outputs.

e = .
Governance

Operational
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Step 2: Compare the Market Options

o

[]epli:yment Model | |
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Deployment Model }

!r Regulatory Posture | | | Regulatory Posture
| | |

: ] i T H.H

. The landscape tool allows filtering of 128 vendors. It provides comparison tables and diligence i )
f prompts. It is unranked, unendorsed, and honest. The clinical judgment remains entirely with you. |
-

e -
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Evaluating the Ambient Scribe

Approach B:
Deep EHR Integration

Diligence Prompt:

How does the model
handle off-label clinical
abbreviations and local
shorthand?

Approach A:
Standalone Mobile App

High IT
implementation effort

Low IT
implementation effort

Seamless clinical
workflow

Disjointed clinical
workflow
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Step 3: Define and Model Value
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The CFO Test: Soft Value vs. Hard Margin

Time saved does not pay salarles Realizing hard ROl requires a dellberate operational
decision, such as adding patient slots to a redesigned schedule

T i s arn e L L - E T = L PR e T
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Step 4: Prove it on Your Patients
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Low Risk

T

Administrative
Scheduling Bots

-

Prop ortionality is what makes governance fast.
The playbook's risk-tiering wizard ensures that
administrative tools and clinical decision support
do not endure the same friction.

& _ . i

o High Risk

Predictive
Sepsis Models
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Aligning with Federal Standards

The governance toolkit maps lifecycle checklists directly to major regulatory
frameworks, translating federal expectations into actionable local policies.
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Training Data Demographics 2 P h
< o
Source populations & biases 1 \ %ﬂ __ T € HTI 1

Exploded
Model Card

Built on the ONC HTI-1
standard's 31 source
attributes. For the scribe,
this acts as an Al “Nutrition

Performance gaps & edge cases

Known Limitations A /ﬁ R

L) Label,” showing clinical
¢ leadership exactly how the
; underlying LLM was trained
and where it fails.
Update Frequency d
Version control & retraining intervals
B i o
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Step 6: Prepare Deployment & Own Foundations

VENDOR MODULE B VENDOR MODULE C

VENDOR MODULE A

Solve the
architecture once,
not per vendor.
Owning your
foundational
evaluation
harness and
integration layers
prevents vendor
lock-in and
standardizes
security.

uuuuuuuu
------



Designing the Scribe Worktlow

1. Encounter begins 2. Ambient 3. Draft note 4. Clinician reviews,
r:' (consent noted). [-O listening active. & generated in EHR. edits, and signs.

Human-in-the-loop Gate: No
automated clinical action or
chart closure occurs without
deliberate human validation.
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Step 7: Monitor Results & Instrument Everything

40 il 80 1

[+ Edit Rates Override Rates Alert Volumes Subgroup Gaps ®

ou *_ei:m
Actwe mnmt@r a 0 ensur
E&

- '1--.-.- -...._.
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Guarding Against Clinical Drift

b

i EHR Update

_, monthly drift review.
Algorithmic decay
< triggers immediate
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/ 2 \
Guarding Against Vendor Viability Risk

?

o
Plan for the worst. What happens to
everyday care when a vendor
unexpectedly ceases operations? The
playbook demands a documented

» plan for graceful degradation.
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Step 8: The Multi-Quarter Roadmap

q o
» The roadmap builder checks
" . prerequisite sequencing,
Prerequisite scores effort load per quarter,
Sequencing and exports directly to your
Mistake steering committee in
Markdown or JSON.

) @
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Honesty by Design: Boundaries of Truth
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Verified Primary Sources

« 1,614 FDA Al
device entries

« 31 HTI-1 source
attributes

« Joint Commission
guidelines

L]

________

Provisional Instruments

— =
« Self-assessments
are not benchmarks

» Tools compute your
inputs

Clinical judgment
amains yours
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The Privacy Architecture

ependencies. No backend No analytl 3E: _Hl > network
oadn and ROI inputs run and remain entir -Fﬁm,rw r brows




Open Data & Command Central

I

~ Plays: Sepsis Pratocols

& Domains: Clinical Guideline

@ Domains: Clinical Guideline

I Glossary. SEPSII}' DEI‘IHIHEI“
Giossary: Sepsis Team

A Glossary: S-E"pﬂl‘-‘" Definition

Vendors: Sepsis Analytics Tool
, Vendors: Sepsis Ceport

Jendors: Sepsis Analytics Tool

—. Built on plain data for infinite customization. A universal command palette (3£K) allows
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instant navigation across domains, vendors, and use cases without breaking your workflow.



Overcoming Pilot Purgatory

By utilizing a connected operating
system, we didn’t just buy a scribe. We
evaluated its true value, validated it on our
population, governed it via HTI-1, and
safely embedded it into everyday care.
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