
SCALECRAFT
A D V I S O R S

I N S I G H T  ·  O N E - PA G E  L A D D E R

From “Where to start with AI in a MedTech company: one process first”

Start with one process. Prove it. Then scale it.
Where to start with AI in a MedTech company: six steps, each small enough to begin inside two weeks, each with an exit metric, and no
software until the flow is fixed.

57% of MedTech companies use
AI mainly for individual
productivity, with little
process change

6% have redesigned a workflow
around people and AI working
together — 27% say it is the
ambition

1 in 3 use AI outputs informally
— no updated SOP, no
validation step

Where the sector stands. Deloitte Center for Health Solutions,
survey of 100 MedTech leaders, May 2026. The gap between 6%
and 27% is the gap this page closes.

The ladder — one process, six steps Rule: you do not climb to the next step until the current one is measured.

A named human is accountable for every
step
including the automated ones. Software can be
responsible; a person is accountable. One name
per step.

The procedure says what the AI does and
who signs
what it produces, what the human checks. An
undocumented assistant is what an auditor finds
first.

No regulated or confidential data in
consumer tools
technical files, complaint records, pricing,
contracts, tenders — enterprise terms or nothing.

Track the human-override rate
the share of AI outputs a person changed. Near
zero means excellent AI — or nobody checking.
Know which.

Sources: Deloitte Center for Health Solutions, Medtech’s agentic AI moment, Jul 2026 · McKinsey, The state of AI in 2025, Nov 2025 · BCG, The Widening AI Value Gap, Sep 2025 · MIT NANDA, The GenAI Divide,
Aug 2025 · Gartner, 29 Jul 2024 · Dell’Acqua et al., HBS Working Paper 24-013, Sep 2023. Full references in the article.

Article: scale-craft.com/insights/where-to-start-with-ai-medtech · © 2026 ScaleCraft Advisors · Growth-operations guidance, not regulatory or clinical advice.
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AVOIDS

Boiling the ocean

0
Choose
One process, start event to end
event. One accountable owner.
The three to six people who do
the work, in the room.

When Week 1
Exit A one-line charter

signed by the owner

AVOIDS

No baseline, so no proof

1
Baseline
Follow five real cases through the
process. Who touched them, in
which system, how long each
step waited.

When Weeks 1–2
Exit Cycle time, wait time,

right-first-time, hand-
offs — written down

AVOIDS

Buying before mapping

2
Fix the flow
Remove, merge and reorder
before any software. Kill the
duplicate entry and the approval
nobody needs.

When Weeks 2–4
Exit Hand-offs down; the

same five cases re-run
on paper

AVOIDS

Tools without process change ·
trusting AI outside its line

3
Assistants
An assistant answers a person:
drafting, summarising and
searching what remains. People
review every output.

When Weeks 3–6
Exit Hours per case down;

override rate recorded

AVOIDS

Agents on disconnected data

4
Automate the bridges
Connect systems where a human
manually re-types, re-keys, or
re-enters the same data; every
“swivel-chair” moment becomes
an integration.

When Weeks 6–10
Exit Re-keying at zero; entry

errors down

AVOIDS

Trusting AI outside its line

5
Agents
An agent handles a case:
software runs the routine 80%
end to end and escalates the
rest to a named person with full
context.

When Quarter 2 on
Exit Straight-through rate;

escalation rate; audit
log
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