
The Zero-Sum AI Strategy
Funding the Frontier by Excavating the Fortress.

In the "Tariff-Year" reality of 2026, AI budgets are rarely "new money."

To lead, we must stop building on top of unstable legacy systems and

start "refinancing" our technical debt. By identifying where logic is

trapped and where it is "Digital Native," we can pivot our most

expensive assets — our people — from manual data-janitors to AI-

strategic reviewers.

2. EPS Leverage (The Shareholder Pillar)

1. Legacy Logic Debt (The Infrastructure Pillar)

The AMC Tax: Currently, ~40% of enterprise IT budgets are "locked" in Annual

Maintenance Contracts (AMC) for rigid legacy systems like SAP and Salesforce.

This is a strategic tax on innovation.

The Metadata Lock-in: These systems hold your logic hostage in proprietary

models without an Open Knowledge Graph (KG). We must break this vendor

nexus to make your history "readable" by AI.

Managing Volatility: Shareholders despise "Innovation Disappointment." We use

a clinical-grade Heatmap to find the "Safe Pockets" of high-readiness

innovation.

The Balance: We protect the EPS by balancing what is currently working against

the specific costs required to "fix" the legacy logic in high-value domains.

The Three Pillars of AI Archeology
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3. The Talent Pivot (The Human Capital Pillar)

The 70/30 Trap: 70% of AI failure in Pharma isn't the model—it's the Legacy

Logic Debt. If the machine can't "read" your 1998 supply chain rules, it will

hallucinate a solution that breaks your GxP compliance.

The Safety Hinge: We reject the "Midnight Campaign" of mass displacement.

Success relies on rotating talent to the Decision Layer to guard against AI

hallucinations in GxP environments.

Evolutionary Roles: We are creating roles that do not exist today—AI Logic

Auditors and Cross-Domain Orchestrators—broad-basing AI to increase the

"Value-per-Human."

ThetransitiontoanAI-First Pharma enterprise is not a software upgrade; it is a

The Archeologist’s Mandate
structural realignment. We do not need more "Pilots"; we need a Logic Excavation. By

refinancing our legacy and rotating our talent into the Decision Layer, we turn the "IT

Tax" into a competitive engine.
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