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Yvan Cognasse 
 

Telecom engineer and graduate of École Centrale de 
Paris, Yvan turns AI and digital initiatives into 
measurable performance. With more than twenty years 
of transformation experience, he leads a team of AI 
specialists at Oracle for Europe, where he aligns vision, 
architecture, adoption and business impact. His work 
focuses on strategic issues of growth, performance and 
governance. Co-director of the AI program at HEG 
Geneva, his trademark is bringing clarity, coherence and 
structure to AI frameworks that actually work.  

Paul Neuman 
 

Graduate of EPITA and trained at INSEAD, Paul helps 
organizations turn technology into tangible results. 
Founder of the consulting firm IT Services Demystified, 
he has spent nearly thirty years supporting international 
groups in creating service portfolios, designing economic 
models and delivering complex transformations. His 
work connects strategy, governance and execution to 
eliminate noise, simplify decisions and establish 
mechanisms for measurable performance. He designs AI 
frameworks, tools and models that speed up 
deployment, strengthen forecasting and enable teams to 
act faster and more accurately. His signature: clarity, 
pragmatism and AI that serves the business, not the 
other way around.  
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Every technological revolution starts with a 
promise. AI is no exception: spectacular gains, 
almost magical automation, multiplied 
productivity. Yet behind the initial enthusiasm, 
organizations often fall back into the same 
pitfalls they faced with ERP, Big Data, Cloud or 
IoT. Nothing new here: we always overestimate 
the immediate benefits, we always 
underestimate the real transformation effort 
required, and the gap between ambition and 
execution widens visibly. 
 
If AI feels so complex, it is not because it is “too 
new”, but because organizations lack clarity. 
POCs follow one another with no explicit 
objective, promising prototypes stall, adoption 
runs out of steam. In short: a lot of movement 
and very little visibility on what truly creates 
value. 
 
What we have already experienced with 
previous technology waves has produced 
valuable lessons. They have been analysed, 
documented and sometimes even embedded in 
specific projects, but rarely installed as lasting 
reflexes. With every new wave, the same 
confusions resurface, as if everything were 
starting from zero again. 
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The purpose of this white paper is not to offer a 
miracle method or to add yet another speech 
about “disruption”. 
Its purpose is to bring clarity: to highlight 
recurring confusions, predictable mistakes and 
the concrete levers that turn a technology into 
measurable value. 
 
In other words: 
• Move from noise to understanding. 
• From demonstration to approval. 
• From confusion to clarity. 
 
The simple framework we propose is grounded 
in history. Not to look back, but to shed light on 
the path toward responsible, fast and durable 
AI adoption. 
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There is a fascinating paradox in the tech 
world: every major wave is treated as if 
everything starts from scratch. ERP, Big Data, 
Cloud, IoT… and now AI. 
 
Each time, the same scenario unfolds: rising 
excitement, bold promises, and then a far less 
glamorous phase where everyone realizes that 
no transformation is ever “plug and play”. 
 
If AI seems difficult today, it is not because it is 
so “revolutionary” that it rewrites the rules. It is 
because organizations have an extraordinary 
ability to forget what they have just lived 
through and to fall back into the same areas of 
uncertainty. 
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We consistently overestimate the short term 
and underestimate the long term. We invest in 
the tool instead of the usage. We launch 
brilliant prototypes without asking who will 
actually use them or how. 
 
The story repeats, again and again. 
 
AI simply shines a brighter light on 
weaknesses that have been visible for more 
than twenty years: fragile governance, 
organizational and decision-making silos, 
poorly governed data and inconsistent 
oversight. The technology changes, the 
patterns remain the same. 
 
The issue is not AI itself, but the lack of clarity 
in how it is decided, steered and measured. 
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AI has its own mirages, but they look very 
similar to those of the past. We often speak of 
“illusions”, but in reality, those are confusions: 
we confuse power with usefulness, we confuse 
data with value, we confuse experimentation 
with transformation. 
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Confusion n°1 : 
“If it is powerful, it will automatically be useful” 

 
ERPs were powerful. Big Data brought 
unprecedented volumes. The Cloud opened the door 
to near-infinite capacity. 
 
And yet… many projects failed to deliver value, and 
enormous resources were wasted. Why? Because 
technology moved faster than governance, and no 
one took the time to clarify what it was actually 
meant to achieve. 
 
AI is replaying the exact same scenario: brilliant 
models, inspiring use cases, omnipresent 
communication… but very little real industrialization. 
We confuse capability with impact. 
 
The question is not “What can the model do?” but 
“What should it serve, for whom, under which rules, 
and how do we measure value?” 
 
Until these answers are explicit, confusion persists 
and technical power protects nothing. 
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Confusion n°2 : 
“Data will fix everything” 

 
During the Big Data wave, many believed that 
collecting terabytes would magically reveal insights. 
 
The result was predictable: projects driven by 
volume rather than purpose, and dashboards that 
documented a lot but illuminated nothing. 
 
With AI, the effect is even harsher: 
● No clean data = no reliable AI. 
● No traceability = no trust. 
● No governance = no adoption. 
 
Organizations that stockpile data without clarifying 
ownership, purpose and usage do not build an 
advantage. They build a risk. 
 
Data creates value only when it is connected to a 
decision, contextualized and governed over time. 
 
In other words, when its role in the value model has 
been made clear. 
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Confusion n°3 : 
“Experimentation naturally leads to scale” 

 
IoT proved the opposite: you can run forty 
prototypes and still deliver zero transformation. AI is 
following the same path: demonstrations multiply, 
internal presentations flourish… but concrete 
outcomes remain rare. 
 
A prototype is like an appetizer. Pleasant, 
promising… but you still have not eaten. 
 
Scaling requires: 
● clear decisions about which processes will 

change, 
● defined responsibilities, 
● integrated cybersecurity, 
● upskilled teams, 
● deliberate integration into existing systems. 
 
Experimentation is useful only when it follows a clear 
path from prototypes to scalable operations. 
Without this, it creates the illusion of progress while 
merely producing more tests. 
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Confusion n°4 : 
“Migrating = transforming” 

 
The Cloud showed that relocating servers does not 
change an organization. Worse, without a clear 
vision, migration can reinforce silos or create new 
ones: more tools, redundancy, rising costs, no 
shared governance. 
 
AI is no different: integrating a LLM or generative tool 
into the application landscape changes nothing if 
processes, accountability, metrics and training do 
not evolve. 
 
A technological migration is not a transformation. It is 
a prerequisite. 
 
Transformation happens when teams adopt the tool, 
when decisions shift and when the game rules are 
adjusted. 
 
Once again, what is missing is not technology but 
clarity about what must truly change. 
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Confusion n°5 : 
“AI chats are private and secure by default” 

 

A final confusion is believing that anything typed into 
an AI chat is automatically private, confidential and 
secure. 
 
Three notions are often mixed together: access 
security, vendor marketing claims and the reality of 
data handling. 
 
In practice, without a clear framework, employees 
paste contracts, product plans or customer data into 
external tools assuming “it is secure”. They see a 
convenient assistant; the organization sees a 
potential leak, a compliance breach or a loss of 
control over its information assets. 
 
The most common errors are predictable: 
● using consumer tools as if they were private 

enterprise systems, 
● not distinguishing what can be shared from what 

must never leave internal boundaries, 
● relying on vendor promises without checking 

storage, hosting or anonymization practices. 
 
Without rules on data classification and usage, AI 
accelerates leaks and internal friction with security, 
legal and compliance teams. 
 
The problem is not the technology. It is the absence 
of clear governance defining what is acceptable and 
what is not. 
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When transformations succeed (whether ERP, 
Cloud or AI, it is neither luck nor technological 
brilliance. 
 
The winning formula is always the same, and it 
depends far less on sophisticated tools than on 
clear decisions and disciplined execution. 
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 Governance that decides more than it debates 
Companies that succeed establish Data and AI 
governance groups that align business, IT, security 
and executive leadership. 
Value emerges from clear arbitration, not endless 
meetings. 
 
They decide where to experiment, where to scale, 
where not to go… and, above all, why. 
 
 

 Leadership that makes the trajectory 
understandable 
Technology does not create desire. Leaders do. 
Successful transformations are driven by leaders 
who: 
● explain the role of AI in the strategy, 
● clarify what it changes and what it does not, 
● make the topic desirable, understandable and 

legitimate. 
 
They do not delegate AI entirely to IT or “innovation”: 
they take ownership in their messaging, in their 
choices and in the way they report results. 
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 Data treated as an asset, not as a by-product 
Access, quality, context: the winning trio. 
Successful organizations do not collect more data. 
They collect better data. 
 
They know: 
● where the data has been, 
● where it goes, 
● who is responsible for it, 
● how it fits into the value model. 
 
They accept that some use cases are not feasible 
until the data reaches the required standard. And 
they stand by this, precisely because they have 
clarified what is realistic. 
 

 A learning culture that does not erode 
AI evolves faster than organizational charts. 
 
High-performing organizations build learning loops: 
usage → learning → new use cases. 
 
They observe what works, what blocks and what 
drifts, and they continuously adjust use cases, 
models and practices. 
Once again, the challenge is to make what happens 
visible, rather than letting experiments pile up with 
no shared understanding. 
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 An obsession with value… defined clearly 
Success is not measured by the number of models 
deployed, but by: 
● better decisions, 
● reduced risks, 
● productivity gains, 
● improved customer service. 
 
Organizations that succeed with AI ask very early, 
and very clearly: 
● What do we want to improve? 
● How will we measure it? 
● Over what timeframe? 
● And what will we do if results do not materialize? 
 
They do not settle for vague statements about value; 
they make value concrete, observable, measurable. 
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AI moves faster than anything we have seen 
before, and that is precisely what makes it 
demanding. It is also what makes it a double-
edged opportunity: it amplifies clarity just as 
much as it amplifies confusion. 
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It reconnects perception, decision and action 
 
AI does not create an extra layer. It tends to become 
the nervous system of the organization. 
 
When it works, decisions gain speed and quality, 
weak signals surface earlier, and room for 
manoeuvre increases. 
 
When it fails, confusion takes over: inconsistent 
decisions, misunderstood automations, teams losing 
trust. 
 
 
It depends on flawless data supply chains 
 
Without sovereignty, without security, without 
quality, AI collapses like a house of cards. 
 
The era of “let’s test and see” without asking about 
scope, confidentiality or compliance is over. 
Resources allocated to AI must produce returns, but 
also meet requirements for security, data protection 
and resilience. 
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It requires algorithmic governance 
 
Explainability, auditability, data diversity, bias 
management: these topics are no longer reserved for 
researchers or compliance specialists. 
 
Organizations cannot afford to say “we’ll deal with it 
later”, because in this field, “later” always arrives too 
late. When a model influences customer decisions, 
pricing, recruitment or checks, it must be 
understood, supervised and revisable. 
 
Once again, the key is clarity: who understands 
what, who monitors what, and according to which 
criteria. 
 
 
It makes visible the biases we preferred to ignore 
 
AI systems reproduce the data they are trained on. 
If they learn from incomplete, unbalanced or 
polarized data, they amplify these flaws. 
 
The illusion of neutrality disappears. AI does not 
create biases; it reveals them, amplifies them or 
corrects them depending on how it is designed, 
governed and supervised. 
 
AI acts like a mirror: it reflects the quality of our 
governance, our data and our decisions. 
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1. Start with the question, not the technology 
 

Asking the right question creates more value than a 
sophisticated model pointing in the wrong direction. 

 
Before choosing any tool, clarify the problem to 
solve, the decisions to inform and the criteria for 
success. 
 
2. Govern innovation rather than letting it govern 
you 
 

Leadership must filter, choose, prioritise and 
sometimes renounce. 
 
AI should not be a collection of scattered initiatives, 
but a coherent portfolio of deliberate bets aligned 
with the strategy. 
 
3. Make the technology intelligible 
 

Adoption is not an issue of tooling; it is an issue of 
understanding. 
 
People do not trust what they do not understand. 
 
Explaining what AI does, what it does not do, and 
how it fits into daily work is a basic requirement. 
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4. Accelerate without scattering 
 

Speed matters, but coherence matters more. 
 
A small number of well-managed use cases with a 
clear path to scale beats a proliferation of POCs that 
never converge. 
 
5. Reconcile humans and machines 
 

AI amplifies human capabilities; it does not replace 
them. 
 
The real question is complementarity: how roles, 
skills and responsibilities evolve so everyone can 
benefit from the technology in service of the 
organization’s mission. 
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If AI fascinates so many people, it is because it gives the 
impression that everything could change with a wave of a 
magic wand. A shortcut to performance. 
But the truth is far more grounded, almost disappointing: 
AI does not invent anything. It amplifies what already 
exists, for better or for worse. 
 
Aligned organizations become stronger. 
Confused organizations become even more confused. 
 
Success with AI does not come from piling up prototypes, 
buying a larger model or hosting a hackathon. 
It comes from rediscovering fundamentals we already 
know: clarity, reliable data, governance that decides, 
teams that learn and leadership that owns the choices. 
 
The good news is that none of this requires a heroic 
transformation. 
 
They are simple actions, repeated and owned. 
A discipline rather than a revolution. 
 
AI does not ask us to reinvent everything. 
It asks us to see more clearly what we already do, to 
name the confusions, to address them and to build a path 
toward value that everyone can understand. 
 
So yes, AI is an immense opportunity. 
For those who know how to decide. 
For those who know how to learn. 
For those who know how to make things understandable. 
 
In short: for those who choose clarity over noise and give 
themselves the means to turn it into a lasting advantage. 


