From SaaS to Knowledge Graphs: Hoy
Klarna's Data Transformation Strateg
Could Revolutionize Healthcare
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In the rapidly evolving landscape of enterprise technology, a quiet revolution ha
unfolding at Klarna, the Swedish fintech giant. While headlines initially focused
the sensational aspect—"Klarna replaced Salesforce with AI"—the reality, as oft
happens with technological transformations, proved far more nuanced and

instructive. This narrative deserves closer examination, not just for what it revez
about the future of enterprise software, but for the profound implications it hol

data-intensive industries like healthcare.

The Klarna Transformation: Beyond the
Headlines

The journey began, as noted by Klarna's CEO Sebastian Siemiatkowski, with a
deliberate exploration of Al and large language models (LLMs), particularly Cha
while maintaining an open stance toward emerging technologies. Rather than iss
top-down directives, Klarna fostered an environment where employees could
organically pursue innovative ideas. This approach created fertile ground for

transformation, but the real story lies in what happened next.

As the company delved deeper into Al implementation, they confronted a
fundamental truth that data scientists have long acknowledged: "garbage in, gar
out," or as Siemiatkowski more colorfully phrased it, "shit in, shit out." The init

excitement around feeding corporate data into LLMs quickly gave way to a sobe



realization—fragmented, dispersed data would only yield confused Al outputs. "
insight led Klarna to take several critical steps that defined their transformation

strategy.

First, they partnered with Neo4j to build knowledge graphs that could connect 1
fragmented data systems. Rather than simply layering Al atop existing infrastrus
they invested in fundamental data architecture. They developed custom ontologi
standardize information across disparate systems, effectively creating a unified

language to describe their business domain. This standardization proved crucial

allowed different data sources to communicate coherently.

The most striking aspect of their approach was the consolidation of over 1,200 S
tools into what they termed a "unified knowledge framework." This wasn't mere
about replacing Salesforce; it represented a comprehensive rethinking of how

enterprise data should be structured. Importantly, Klarna prioritized proper dat
modeling before rushing to implement LLMs—a sequence that proved essential

their success.

The Technical Underpinnings of Klarna
Approach

At a technical level, Klarna's implementation likely involved several sophisticate
components. Knowledge graphs serve as semantic networks that represent entiti
(customers, products, transactions) and the relationships between them. Unlike
traditional relational databases that struggle with complex, interconnected data,
knowledge graphs excel at capturing nuanced relationships and inferring new

connections.

The development of custom ontologies would have required extensive domain

expertise and collaboration between data scientists and business stakeholders. T
ontologies define not just the vocabulary but the conceptual structure of the bus
domain, creating a shared understanding that transcends individual systems. In
practical terms, this might involve defining precisely what constitutes a "customn

"lead," or a "transaction" across the entire organization.



The unification of 1,200+ SaaS tools represents perhaps the most technically

challenging aspect of the transformation. This likely involved:

1. Data extraction layers to pull information from various SaaS platforms

2. Transformation processes to map diverse data structures into the standardiz

ontology
3. Loading mechanisms to populate the knowledge graph
4. Integration interfaces to maintain bidirectional data flows where necessary

5. Governance frameworks to ensure data quality and consistency

Only after establishing this robust foundation did Klarna apply LLMs to derive
insights and automate processes. This sequencing—building proper data archite
before applying Al—stands in stark contrast to approaches that attempt to appl
LLMs directly to fragmented data sources.

Healthcare's Data Dilemma: Parallels t
Klarna

The healthcare industry faces challenges remarkably similar to those Klarna
encountered, but at a significantly larger scale and with more profound consequ
Electronic Health Record (EHR) systems and claims processing platforms have e
as siloed, often incompatible data repositories. The average U.S. hospital uses dc
of distinct software systems that struggle to communicate effectively, creating
precisely the type of "fractionated, fragmented, and dispersed world of corporat

data" that Siemiatkowski cautioned against.

The consequences in healthcare extend beyond operational inefficiency to patier
outcomes. Clinicians waste precious time navigating cumbersome interfaces,
important health information remains trapped in disconnected systems, and ana

insights that could improve care remain undiscovered.



Reimagining Healthcare Systems with
Knowledge Graphs and LLMs

Healthcare organizations could adopt a strategy similar to Klarna's, beginning w
the construction of comprehensive medical knowledge graphs. These would con
entities such as patients, providers, treatments, conditions, and outcomes in

semantically meaningful ways. The FHIR (Fast Healthcare Interoperability Reso
standard provides a starting point, but healthcare organizations would need to e

it with custom ontologies that capture the specific nuances of their practice ares

The consolidation of healthcare systems would be substantially more complex tk
Klarna's SaaS consolidation, given the regulatory requirements and patient safet
considerations. However, the underlying principle remains valid—creating a uni

knowledge framework that standardizes information across systems.

A phased approach might begin with specific domains such as patient schedulin
billing, or clinical documentation, gradually expanding to encompass more critic
systems. The ultimate goal would be a comprehensive health knowledge graph tl

serves as the foundation for both operational systems and analytical capabilities,
Once this foundation is established, healthcare organizations could apply LLMs

1. Generate natural language summaries of patient histories
2. Assist with clinical documentation

3. Extract structured data from unstructured notes

4. Predict potential complications or readmissions

5. Optimize resource allocation and staffing

6. Enhance revenue cycle management

7. Support clinical decision-making with relevant evidence

The Implementation Challenge: Beyon«
Technology



As with Klarna's transformation, the challenges extend far beyond technology.

Healthcare organizations would need to address several critical factors:

Data Governance and Quality: Healthcare data is notoriously messy, inconsisten
often incomplete. Establishing rigorous governance frameworks would be essent

ensure the knowledge graph contains reliable information.

Privacy and Security: Healthcare's stringent regulatory requirements necessitat
sophisticated approaches to data protection, consent management, and access cc

within the knowledge graph architecture.

Organizational Change: Perhaps the most challenging aspect would be the cultt
and organizational changes required. Klarna's approach of encouraging organic
innovation rather than top-down mandates might be instructive, though healthc

risk-averse culture may necessitate modifications.

Clinical Validation: Any system that impacts clinical decision-making would rec

rigorous validation to ensure patient safety and demonstrate efficacy.

The Path Forward: Incremental
Transformation

For healthcare organizations contemplating this approach, Klarna's experience

suggests several key principles:

1. Start with foundational data architecture rather than rushing to implement
2. Develop comprehensive domain ontologies with input from clinical experts
3. Build knowledge graphs that can evolve and expand over time

4. Apply LLMs only after establishing high-quality, interconnected data

5. Foster a culture of organic innovation balanced with appropriate governanc

6. Implement incrementally, beginning with non-critical systems



The transformation would not happen overnight. Indeed, Klarna's journey likely
unfolded over years rather than months. Healthcare organizations would need tc
adopt a similar long-term perspective, viewing this not as a project but as a

fundamental shift in how they conceptualize and manage information.

Conclusion: The Knowledge Graph
Imperative

The lesson from Klarna's experience is clear: the true value of Al in enterprise

settings comes not from blindly applying LLMs to existing data structures, but f
reimagining those structures to enable more sophisticated reasoning and autom:
As Siemiatkowski noted, there are two types of Al announcements: "vaporware"
implementations by "people who put in the work." Healthcare organizations wo

wise to focus on the latter.

The path from traditional healthcare IT systems to knowledge graph-based
architectures augmented by LLMs will be challenging. It will require substantia
investment, technical expertise, and organizational change. However, the potent
benefits—improved patient outcomes, reduced clinician burnout, enhanced
operational efficiency, and more personalized care—make this transformation ns

merely desirable but perhaps inevitable.

As healthcare continues its digital evolution, the question is not whether
organizations will make this transition, but which ones will lead the way, puttin,
the foundational work that Klarna has demonstrated is essential for success. Th

that embrace this approach may well define the next generation of healthcare de


https://substackcdn.com/image/fetch/$s_!L8Sq!,f_auto,q_auto:good,fl_progressive:steep/https%3A%2F%2Fsubstack-post-media.s3.amazonaws.com%2Fpublic%2Fimages%2Fe90afec6-18ec-4287-b5f4-12db95d011b9_1290x1652.jpeg



https://substackcdn.com/image/fetch/$s_!L8Sq!,f_auto,q_auto:good,fl_progressive:steep/https%3A%2F%2Fsubstack-post-media.s3.amazonaws.com%2Fpublic%2Fimages%2Fe90afec6-18ec-4287-b5f4-12db95d011b9_1290x1652.jpeg

& Previous Nex

Discussion about this post

Comments Restacks

9 Write a comment...

© 2026 Thoughts on Healthcare - Privacy « Terms « Collection notice
Substack is the home for great culture



https://substack.com/privacy
https://substack.com/tos
https://substack.com/ccpa#personal-data-collected
https://substack.com/

