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CLIENT CASE STUDY - MEDICAL DEVICE : Al ENABLEMENT

From AI-Curious to Al-Builders in Four
Sessions

How a renal care medical device company turned its sales leadership team into builders of working Al
tools — on the Microsoft 365 Copilot platform it already owned.

60 - 5 min 8+ 100%

Forecast (LBE) deck prep, per manager Working Al tools and agents built by Homework built on live business
per cycle participants on real business data problems — including a real GPO

contract launch

The Client

A global medical device company focused on kidney and dialysis care. Its US commercial organization runs lean
— a small leadership bench carrying aggressive growth targets, a heavy administrative load, and a field team it
has to enable without cutting into selling time. The company had rolled out Microsoft 365 Copilot Enterprise
more than a year earlier, but like most organizations, adoption had stalled at surface level.

The Challenge

The sales leader who sponsored the program put it plainly: education on generative Al had been available for two
years, but everyone wanted to jump straight to automation — and no one had made the leap. Leadership wanted
a test. Could a business function, not IT, learn to build and govern its own Al workflows?

The pilot cohort was deliberately cross-functional — regional sales managers plus marketing, training, finance,
analytics, HR, and the CIO — so that whatever worked could be repeated across the organization.

Hbird's founder, Amie Rafter, spent 15 years as a med device sales leader before becoming an Al consultant, and
reframed the goal on the first call: if the answer to “why are we doing this?" isn't ultimately to generate more
revenue, you're solving for the wrong thing.
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The Program

Four live virtual sessions over five weeks, each producing real work product — not exercises.

SESSION WHAT HAPPENED

Foundations Al literacy, Copilot setup with personalized instructions, a five-part prompting
formula, advanced techniques, and compliance grounded in the client’s own Al
policy — taught interactively with IT in the room. Every participant left with a role-
specific Al Prompt Playbook.

Data & Use Cases Participants presented Al-built account plans to each other, then worked through
data quality, use-case decomposition, and Copilot inside Excel, PowerPoint, Word,
and Outlook.

Agcnts From prompting to repeatable tools: live agent builds, an agent design framework,

and a custom Agent Idea Coach built for the client that walks any future builder
through the process.

Adoption & Participants demoed working agents, mapped themselves into
Governance builder/curator/coach/scout roles, and stood up a task force, feedback channel,
agent registry, and disciplined field rollout plan.

Three design choices did the heavy lifting: homework was always done in pairs on live business problems, every
session opened with peers presenting their work to each other, and the facilitator taught to the client’s actual
tenant, policy, and data environment rather than a generic demo.

The Results

= Aforecast deck that took an hour now takes five minutes. One region manager automated his quarterly
LBE presentation against daily sales reports — and confirmed the same prompts could be replicated for
every US region. Leadership immediately arranged for him to teach the workflow to the other RMs.

= Areal contract launch, built with Al, mid-program. Two participants used their homework to build the
complete launch package for a just-won national GPO dual-source award — executive summary, financials,
field packet, communications calendar, KPIs — and presented it to leadership during the program window, in a
market where the first 90 days lock in three years of committed volume.

= A customer-inquiry agent that answers in seconds. Order status, backorder ETAs, substitutions, tracking,
and a ready-to-send customer email — replacing 10-15 minutes of report-scrubbing per inquiry for
managers, reps, and customer care.

= Field-ready coaching tools. A phone-accessible competitor role-play agent gives reps product
comparisons, marketing claims, elevator pitches, and objection practice in the parking lot before a case.

= Organizational unlocks no training deck could deliver. The program surfaced and triggered fixes for a
stalled Al policy on hiring, a dormant Al champions group, missing quota data in the warehouse, and
enablement of the new Copilot—Power Bl connector.
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= Adoption that spread on its own. Before the program ended, participants were already delivering a
condensed version to the marketing team, briefing the senior leadership team, and planning replication for
legal, HR, and supply chain.

What Participants Said

“Last night: [ was procrastinating a task [ rhought would be really tedious. This morning [ did it with Copilor

while having coﬁfee — it took abourt three minutes. It’s an absolute weapon.”
REGION MANAGER

“This is a great example of making a leap I honestly haven’t seen a lot of people make — from treacing Al as a
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glorified Google prompt into a tool you can use as a workflow. And I'm assuming it’s these sessions.”
SALES LEADER - PROGRAM SPONSOR

“These are extremely useful workshops. You're really the pilot to see how this process would work — we want to

put a business case together to repeat this across otherfunctions. 7
CHIEF INFORMATION OFFICER

“It’s gone beyond this group you’re training — I've shared the lcarnings with fellow SLT members. It upskills
everyone in the organization indircctly.”
VP OF SALES & MARKETING

Why It Worked

= Sales credibility first. The program was designed and delivered by a former med device sales leader — use
cases, language, and ROI framing came from the participants’ world, not a technology curriculum.

= Real work, not exercises. Every artifact built in the program was something the business actually needed, so
ROI began accruing before the program ended.

= Peer accountability. Opening every session with participants presenting to each other turned the cohort
into its own engine of adoption — and its own teachers.

= Built to outlast the engagement. The final session installed governance, roles, and cadence so the capability
survives without the consultant — the difference between a training and a transformation.

BRING THIS TO YOUR TEAM

Hbird Consulting delivers Al enablement programs for commercial teams in medical device and
healthcare — built on the Microsoft 365 Copilot investment you already own. Programs run four sessions
over five to six weeks, tailored to your tenant, your policy, and your sales motion.

Amie Rafter - Hbird Consulting - amie@hbirdco.com - hbirdco.com

Client details anonymized at the client’s request. Metrics and quotes are drawn from recorded program sessions.
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