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Agentic AI in Healthcare
Workshop 

29 August 
2025 A.D

A.D = Agent Dominance



Journey began 25 years ago in “systems thinking”
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The Systems Biology Institute (SBI), Tokyo, Japan is a non-
profit private research institution established in 2000 to promote 
systems biology research and its application to medicine and global sustainability. SBI focuses on the rapid 
translation of basic research to practical outcomes for both business and clinical applications. SBI has been 
engaged in a series of research programs funded by government grants, both national and international as well 
as extensive private contracts for industrial applications of systems biology research.

SBX Corporation, Japan (SBX Group and its subsidiaries) is a 
tech.bio spin-off from SBI, Tokyo, established in 2011,  focused on 
digital biology products and services to enable drug discovery and healthcare. Driven by deep science, 
powerful platforms, and precision engineering, the diverse team of SBX spread across Japan, North 
America, and India harnesses the power of data and intelligence to provide bespoke solutions for global 
companies in drug discovery, health, and wellbeing.

25 years of Innovation
u Over 2 decades in the business of Biology
u Category creator in “Systems Biology”
u Pioneer at the intersection of biology, data & compute
u Bootstrapped, profitable and stable organic growth 

over a decade

http://www.sbi.jp/
http://www.sbx-corp.com/


Gandhara provides Wisdom of the Crowd AI approach which 
integrates a large number of machine learning and deep learning 
algorithms for big data analytics.

Text analytics and intelligence platform

Connectivity and automation platform
Powered by GarudaTM is a technology framework, enabled by
the Garuda platform, which provides connectivity and automation of
diverse data, devices and analytics to create novel pipelines, 
products and solutions in various science and industry verticals in 
platform-agnostic manner. 

Taxila is a living system which grows and learns by forming new 
connections from an ever-accumulated knowledge.
Powered by TaxilaTM is a technology framework, enabled by the Taxila
platform, which provides automatic context-aware aggregation and 
search of relevant information, driven by AI-powered mining and 
analytics engine for driving actionable insights with an intuitive user 
interface to create new and own insights on the topic and resource of 
your interest.

May 2011
Kitano, Ghosh, 
Matsuoka

Nov 2011
Ghosh et al.
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Building agents for craftmanship

Biomedicine focused intelligence platform
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Harnessing Intelligence in various Shades & Size
Shades of AI

https://www.sbi.jp/publications

Rule-based Systems
Rule-based, rigid and template-driven. Focus on automation (RPA) 
for efficiency. 
Example: Rule-based report generation and checking

Static AI Systems
Systems that employ learning models on static datasets and solve 
specific problems
Example: Supervised learning for classification of documents,  

Dynamic AI Systems
Systems which are trained on static datasets for specific problem 
but with capability to augment their learning from new data in 
dynamic manner.
Example: Risk assessment of compounds based on existing data 
with  the ability to  learn from novel compound information

Generative AI systems
Pre-trained large-scale models (language models) trained on vast 
datasets with the ability to generate output based on specific 
prompts

https://www.sbi.jp/publications
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Bridging the gap from “cure” to “care”

Science Automation

MoMa CI

C r e a t i n g  
a n  e n g i n e  

o f  s c i e n t i f i c  d i s c o v e r y

Multi-omics 
& 

Multi-
modal

PathFinder
Clinical 

Decision 
Intelligence

Outcomes Output

PF

Decision Support

Systems Science

Lifesciences Healthcare
Cosmetics & 
Personal Care

Drug Discovery
 & Pharma

not

Over 35 Partners across across academia, 
pharma, healthcare and medical 
technologies

                 Top3 Pharma in Japan

  Fortune 500 Global companies including 
consumer health players
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Complexity of Care

Peter F. Drucker. They’re Not Employees, They’re People,HBR Magazine 2002 Article 
https://hbr.org/2002/02/theyre-not-employees-theyre-people



We need a ”compass” & “map” to navigate
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The Subway Map of Care
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Care is DUST(y) - Difficult, Uncertain, Scary & Tedious

Diagnostic 
laboratories
Analyze and provide 
accurate and identifiable 
data on samples to clinic

Doctors
Serve patients better 
Serve more patients 

Medical equipments

Clinic operations 
& support staff

Research 
Laboratory/ 
Pharma trials
• Conduct research on new 

formulations and drugs
• Perform clinical trials
• Collect and analyze data

Clinic
• Provide better healthcare 

outcomes to patients
• Improve operational efficiency

and productivity
• Increase sales/ value to patients

Patients
Get better and continuous advise 
and consultation on health and 
well being

Happy Providers make Happy Patients
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Death by a thousand “clicks” and “cuts” (of paper)
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Standing on the threshold of a new Era

System 1 vs System 2 Thinking

l This leap from pre-trained instinctual responses (”System 1”) to 
deeper, deliberate reasoning (“System 2”) is the next frontier for AI. 

l It’s not enough for models to simply know things—they need to 
pause, evaluate and reason through decisions in real time.

https://www.sequoiacap.com/article/generative-ais-act-o1/
https://storage.googleapis.com/deepmind-media/Era-of-
Experience%20/The%20Era%20of%20Experience%20Paper.pdf

Welcome to the Era of Experience 
David Silver, Richard S. Sutton*

l We stand on the threshold of a new era in artificial intelligence 
that promises to achieve an unprecedented level of ability. 

l A new generation of agents will acquire superhuman capabilities 
by learning predominantly from experience.

https://www.sequoiacap.com/article/generative-ais-act-o1/
https://www.sequoiacap.com/article/generative-ais-act-o1/
https://www.sequoiacap.com/article/generative-ais-act-o1/
https://www.sequoiacap.com/article/generative-ais-act-o1/
https://www.sequoiacap.com/article/generative-ais-act-o1/
https://www.sequoiacap.com/article/generative-ais-act-o1/
https://www.sequoiacap.com/article/generative-ais-act-o1/
https://storage.googleapis.com/deepmind-media/Era-of-Experience%20/The%20Era%20of%20Experience%20Paper.pdf
https://storage.googleapis.com/deepmind-media/Era-of-Experience%20/The%20Era%20of%20Experience%20Paper.pdf
https://storage.googleapis.com/deepmind-media/Era-of-Experience%20/The%20Era%20of%20Experience%20Paper.pdf
https://storage.googleapis.com/deepmind-media/Era-of-Experience%20/The%20Era%20of%20Experience%20Paper.pdf
https://storage.googleapis.com/deepmind-media/Era-of-Experience%20/The%20Era%20of%20Experience%20Paper.pdf
https://storage.googleapis.com/deepmind-media/Era-of-Experience%20/The%20Era%20of%20Experience%20Paper.pdf
https://storage.googleapis.com/deepmind-media/Era-of-Experience%20/The%20Era%20of%20Experience%20Paper.pdf
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With new opportunities in healthcare 
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To color the white space of operations
Heat Map of Health Care Tasks, Natural Language Processing (NLP) and 

Natural Language Understanding (NLU) Tasks, and Dimensions of Evaluation Across 519 Studies

https://jamanetwork.com/journals/jama/fullarticle/2825147

White space 
opportunity

 to build agency

https://jamanetwork.com/journals/jama/fullarticle/2825147
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Thoughtful balance of risk & rewards
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Essence of Agents

"Agent" can be defined in several ways
• As fully autonomous systems that operate independently over 

extended periods, using various tools to accomplish complex tasks. 
• As workflows that describe more prescriptive implementations 

where LLMs and tools are orchestrated through predefined paths

Building effective agents, Engineering at Anthropic: Inside the team building reliable AI systems

Agents are systems 
which provide and preserve agency 

to providers

https://www.anthropic.com/engineering/building-effective-agents
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Anatomy of Agency

Most pathways 
(clinical, operational) 
are a sequence of 
actions (A) and decisions (D)

Agents 

A= Action, D = Decision/Reasoning

Time

A D A D A D

Digital tools tend to 
increase A and reduce D

Time

A D A D A D

Agentic systems should 
decrease A and increase D

Time to Think (Tik) 
Time to Care (ToC)

Time

A D A D A D
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What should agents NOT do to undermine Agency?

Don’t add WIMPs (Windows, Icons, Menu, Pointers)
ü Agents are not apps
ü No new screens, log-ins, forms and dashboards to navigate
ü Interactions are designed to be natural and considerate, reducing digital friction.

Don’t break provider pathways
ü Don’t add new actions in existing workflows
ü Work in background mostly and surface when needed integrate into existing

Don’t increase the risk posture of care
ü Only automate actions which are automatable
ü Work in sand-boxed, tightly scoped functions
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What should agents DO to augment Agency?

Agents 

Clarity & Consistency
ü Work on domain-limited, real-world 

problems
ü Provide local intelligence
ü Low resistance, high impact

Transparent Reasoning
ü Feed-back and notifications
ü Work in background mostly and surface 

when needed integrate into existing

Controlled Autonomy
ü  Define intent and reveal action
ü  Manage risk (autonomy slider)

ゆとり
(Yutori)

[a Japanese concept of 
"giving space" or 

"breathing room." ]

giving provider their most valuable 
currency: Time.

Time to think. Time to care.
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How can we preserve agency – edge of care

https://phti.org/ai-adoption-early-applications-impacts/

"Mine the Gaps" at the edge of care

Plug-n-Play Sand-
boxed

Deep, 
domain-
limited

Advantage, Agents

Orchestration

Light Weight

Low Latency

Control, Audit &  
Resilience 

Edge of Care

Application Layer

Core Platform Layer

Cloud Layer

https://phti.org/ai-adoption-early-applications-impacts/
https://phti.org/ai-adoption-early-applications-impacts/
https://phti.org/ai-adoption-early-applications-impacts/
https://phti.org/ai-adoption-early-applications-impacts/
https://phti.org/ai-adoption-early-applications-impacts/
https://phti.org/ai-adoption-early-applications-impacts/
https://phti.org/ai-adoption-early-applications-impacts/
https://phti.org/ai-adoption-early-applications-impacts/
https://phti.org/ai-adoption-early-applications-impacts/
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How can we preserve agency – hyper-modal interface

Agents 

We form thoughts at 1,000-3,000 words per minute

https://julian.digital/2025/03/27/the-case-against-conversational-interfaces/
https://roadtoartificia.com/p/the-hypermodal-interface

Humans use different modalities for I/O

How Natural language performs on the speed 
dimension

For example, instead of saying “I think what you just said is a 
great idea”, I can just give you a thumbs up. Or nod my head. 
Or simply smile.

Agents need to interface on all modes 

And increase the bandwidth of 
productivity & collaboration

EHR

Discharge

ReferralsAgentic 
System

Lab reports

https://julian.digital/2025/03/27/the-case-against-conversational-interfaces/
https://julian.digital/2025/03/27/the-case-against-conversational-interfaces/
https://julian.digital/2025/03/27/the-case-against-conversational-interfaces/
https://julian.digital/2025/03/27/the-case-against-conversational-interfaces/
https://julian.digital/2025/03/27/the-case-against-conversational-interfaces/
https://julian.digital/2025/03/27/the-case-against-conversational-interfaces/
https://julian.digital/2025/03/27/the-case-against-conversational-interfaces/
https://julian.digital/2025/03/27/the-case-against-conversational-interfaces/
https://julian.digital/2025/03/27/the-case-against-conversational-interfaces/
https://roadtoartificia.com/p/the-hypermodal-interface
https://roadtoartificia.com/p/the-hypermodal-interface
https://roadtoartificia.com/p/the-hypermodal-interface
https://roadtoartificia.com/p/the-hypermodal-interface
https://roadtoartificia.com/p/the-hypermodal-interface
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How can we preserve agency – Err on side of Transparency

Agents 

Rule-based 
Systems

Static AI 
Systems

Dynamic AI 
Systems

Generative AI 
systems

Po
te

nt
ia

l f
or

 “
A

dv
er

se
 E

ffe
ct

”

‘Dose” of AI

Glass box

Black box

Grey box(es)

Box size represents size of data 
and compute

Probability of 
“hallucinations”

Increase transparency
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Learning, Testing & Evaluation (LTE) is key

Agents 

Human Agency Scale (HAS) to quantify the team dynamics and 
degree of human involvement required
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How can we preserve agency – preserving culture & context

A study* tested major AI Models - the 
foundations powering tools millions use 
daily - against cultural values from 107 
countries worldwide

English is the reserve currency of AI

Each one reflected the same assumptions 
- those of English-speaking, Western 
European societies. None aligned with 
how people in Africa, Latin America, or the 
Middle East actually build trust, show 
respect, or resolve conflicts.

Agentic Systems, especially  in healthcare 
need 

cultural intelligence 
* https://www.linkedin.com/posts/teybannerman_theres-something-almost-nobody-is-talking-activity-7358405153139367937-4GVf/

https://www.linkedin.com/posts/teybannerman_theres-something-almost-nobody-is-talking-activity-7358405153139367937-4GVf/
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https://www.linkedin.com/posts/teybannerman_theres-something-almost-nobody-is-talking-activity-7358405153139367937-4GVf/
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The Healthcare Telescope

From Better Eyes to New Windows

Initially, telescopes were valued simply for 
magnifying what the eye could see—sharper and 
farther—but they evolved to detect entirely new 
phenomena like radio waves or gravitational 
signatures, redefining observation itself

A Shared Direction

The most powerful tools do not just reflect our 
capabilities back to us. They help us work in new 
ways, see new patterns, and act with new 
perspective. To do that, they need to be 
introduced with care. Not as replacements for 
human roles, but as extensions of human systems

The Telescope problem

https://www.linkedin.com/pulse/telescope-problem-matt-wood-vfqzc/


Increase the aperture of utility in care
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The Subway Map of Care



Disha (!दशा) 
means

"direction”
and 

"path"
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Patients Providers 

Happy Providers make Happy Patients



Thank You



THANK YOU
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