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When it comes to embracing new technologies like Artificial Intelligence (AI), it’s easy for companies who are curious 
to be influenced by . Indeed, a lot of the stories of failure and disappointment 
are often based on exaggerated expectations. However, such stories are not helpful for a 
company who is AI for its business. Instead, a more realistic analysis of the challenges and opportunities 
at play is in order. In this white paper, we will analyze both sides of the AI issue and help you discover the right way to 
approach your AI journey. 

CONSIDER 
KEY 
CHALLENGES

Let’s start with the AI opportunity. McKinsey estimates that AI techniques 
have the potential to create up to $5.8 trillion in value annually across 
nine business functions in 19 industries 1 Despite this tremendous 
potential, it’s worth remembering that AI is still in its early days, and 
therefore, as with any new technology, there are some initial challenges that 
will need to be tackled. 

Gartner predicts that just 5% of organizations will gain value from AI through 
2019 because most teams lack the talent needed to manage AI 
projects 2 Lack of skill, which can also include the organization’s culture, 
is one of the key factors that can cause an AI project to fail 3 This 
underscores the importance of choosing the right development partner 
that can provide the necessary skills and facilitate knowledge transfer 
and exposure to industry best practices in order to build up your in-
house capabilities.

Another reason that AI projects fail: the lack of integration between the 
AI project and existing processes and systems 4 To be successful, an AI 
project cannot be an isolated pilot; its integration and eventual expansion 
must be envisioned and planned from the start, and it should involve several 
functions and leverage different types of expertise across the company.

Based on our experience, there is another item that should be on 
the list of key challenges: data. 

The availability of the data you need, as well as the quality of the data being 
used  can be significant factors in an AI project’s success or its failure. Often, 
companies may not recognize this is a problem until after they have already 
started their AI project.5 At this point, poor quality data or not enough of the 
right data, can completely derail your project. 

47%

40%

37%

31%

18%
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35%

Source: Deloitte State of Cognitive Survey, August 2017 

Difficult to integrate  cognitive projects with existing processes and systems

Technologies and expertise are too expensive

Managers  don’t understand  cognitive technologies and how they work

Can’t get enough people with expertise  in the technologies

Technologies are immature

Technologies have been oversold in the marketplace

None of these

WHAT ARE THE TOP CHALLENGES WITH COGNITIVE TECHNOLOGY?
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WHAT 
SUCCESSFUL 
AI PROJECTS 
HAVE IN 
COMMON

So, what are the ingredients for a successful AI project? The very nature of AI projects—the data used, the other 
technologies in play, the strategy employed—means that each one will be different. However, in our experience, there 
are some common themes that the most successful AI projects share.  

Identify the problem and get clear on the value: Don’t get lost in 
“cool” technology. Have a clear vision of the problem and the value it 
needs to deliver for your organization. The value should be understood 
in both quantitative and qualitative terms.

Rethink business processes: Don’t just think that 
incremental improvements are the answer when a transformation 
could be in order. While cognitive capabilities could improve some 
operations or enable and augment several activities and services, 
subsequently it might be necessary to revise, re-design or even 
eliminate related processes.

Be user driven: The AI age relies on business insight to drive 
value. Real business users should be on the project team to 
understand the problem, to brainstorm for potential solutions and for 
testing to ensure that the solution is providing value. 

Involve experts from the domain where the project will be 
deployed: As we move from a programmatic and rules-based era to a 
probabilistic one, training is key and it must be continual. This will 
require periodic reviews by subject matter experts to train the model 
and ensure that their knowledge is infused into your AI solution. This 
validation will allow you to have greater confidence in the system and 
its ability to automate decision making.

Start small to learn: We have realized the best results 
when organizations start small, create proof points and expand quickly. 
With AI, it’s important to remember that the journey and the 
destination are both important. 

Live your solution, learn and iterate: Your AI solution should continue 
to grow and be iterated upon, especially since you already have 
the team, the knowledge base and the infrastructure in place. 

Finally, remember that a little skepticism can be a good thing! If it sounds 
too good to be true, it probably is. Instead, it’s important to set realistic 
expectations for any AI project. 
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Dow Jones is the world’s most trusted source of business news. 

The challenge 
Packaging news stories and insights from a database of more than 1.3 billion articles in 
28 languages  so that this information becomes actionable for customers, and doing it 
efficiently and at scale, is far from easy. Dow Jones decided to leverage AI to process 
unstructured content and deliver a seamless discoverability experience its clients.

Solution
At the heart of the Dow Jones information powerhouse is an AI-driven pipeline that 
processes 1.5 million news articles every day, extracts their details and creates the Dow 
Jones Identifier metadata and knowledge that drive Dow Jones’ products. 

At Dow Jones, AI helped turn a billion articles into insights. Clients benefit from a more 
effective discovery experience that pinpoints the events, people and companies that 
count on their research.

Intesa Sanpaolo  is a leading Italian banking group. 

The challenge 
Find an innovative and qualitative way to enhance the digital experience of customers 

Solutions 
Cogito®, Expert System’s cognitive platform, was chosen to enhance its customers’ 
digital experience. A combination of virtual agent and intelligent search system, 
the solution based on Cogito analyzes the meaning of users’ words and phrases to 
understand their intentions with maximum precision and  Cogito responds with the 
requested information or proposes relevant actions such as direct access to wire 
transfers, deposits, bill payment or any of the numerous other home banking options. 
It also helps fill in forms with information such as amounts or recipients of transactions. 

Users no longer have to worry about selecting the “right” search expressions 
because they can be understood using  everyday phrases. 

Compared to other cognitive computing solutions that typically involve long 
implementation cycles, Cogito is both quick to implement and scalable, resulting in 
a rapid ROI.

Only six months after its launch, the service is achieving a fast adoption rate with 30% 
of customers already using the service regularly.

“Cogito has allowed us to quickly achieve the Group’s digital strategy objectives for innovation, helping us improve the 
quality and experience of our online services. We wanted a new and intelligent tool capable of bringing our customers 
closer to the bank, and we are very pleased with the results.” 

Francesca Nieddu, Director of Customer Experience and CRM, Intesa Sanpaolo 
and Massimo Tessitore, Head of Integrated Multi channels, Intesa Sanpaolo
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Crédit Agricole CIB is the Corporate and Investment Banking arm of the Crédit Agricole 
Group, the world’s 13th largest bank.

The challenge 
Automating the analysis and processing of public information and the management 
of unstructured data. Its web portal, PanOptes, uses collective intelligence to provide 
users with the most relevant information based on semantic analysis of public data 
flows. 

Solutions 
PanOptes uses Expert System’s Cogito to semantically process large volumes of text 
content from various sources. Based on artificial intelligence algorithms that automate 
unstructured data processing, Cogito is an integral part of the PanOptes platform. The 
solution combines a semantic search engine with a virtual agent capable of accurately 
understanding the content coming from the data sources, categorizing it, identifying 
opinions and grouping it by topic or geographical location.

“Expert System really boosted the project. The first pilot was so easy to implement that we were soon presenting the 
features to our users and showing them the added value of the Cogito solution. The Media Topic module, mapping global 
media trends in real-time, made a particularly powerful instant impression. Cogito’s strength lies in its implementation 
speed, its ease of use, and the coverage of its out-of-the-box knowledge graph and classification plan. The tools’ flexibility 
allows us to constantly evolve features based on our lead users’ feedback, which they find thrilling.”

Gautier Sartorius, Securitisation Chief Information Officer, Global Markets Division at Crédit Agricole CIB

Eni is one of the world’s most important integrated energy companies.

The challenge 
To optimize information for the activities of information management and marketing.

Solution
ENI chose Cogito for search and analysis of strategic information to improve the 
internal management of knowledge assets and information retrieval and for advanced 
research to monitor external sources of information.   

Reduced time and costs for information management using data mining, semantic 
search, content navigation and automatic categorization

Monitoring of markets and competitors for competitive advantage

Advanced collaboration platform for knowledge workers and analysts to share 
intellectual capital



S T A R T I N G  D O W N  T H E  R O A D  T O W A R D  A R T I F I C I A L  I N T E L L I G E N C E

6

C O G I T O ,  T H E  REAL  C O G N I T I V E  A R T I F I C I A L  I N T E L L I G E N C E  P L A T F O R M  B Y

“Artificial Intelligence drives productivity by changing the way we benefit from data, and Lloyd’s continues its history 
of innovation. Expert System’s cognitive applications help us meet our strategic objective and evolve business models 
through new applications.” 

Craig Civil, Head of Data Innovation, Lloyd’s

“At Zurich, our focus is on the modernization, simplification and digitalization of our business and ways of working. 
Investing in state-of-the-art technology and automation, and making better use of our data are important steps towards a 
digital mindset. The cognitive computing solutions of Expert System enhance our efficiency and effectiveness and thus 
help us to improve customer services and propositions.”

Giovanni Giuliani, Group Chief Strategy, Innovation and Business Development Officer, Zurich

The 
process reduced the time to review a claim from one hour to a few seconds, saving some  of 
manual work annually and improving accuracy. The ROI on the technology investment? $5 million per year. 
Forrester, 2018.6 
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ENGAGEMENT

In this phase, it’s important to define the scope of engagement. The prio ity 
for us is to assess your context and to better understand your strategy, 
knowledge and aspirations for AI. In the meantime, we’ll share our 
background, experiences and technology through use cases and through a 
demo of the Cogito platform. 

The demo highlights a sampling of the features that make the Cogito 
AI technology truly unique, such as the knowledge graph and the 
semantic engine. 

We’ll be able to demonstrate a range of text analysis features, from 
disambiguation and grammar analysis, to identification of categories, 
entities and relations between entities, the most important elements in text 
and sentiment monitoring. The demo is a real “hands on” view of the value 
of AI, and  it will show the potential of Cogito and how it can be applied to 
your use case. 

PROBLEM DEFINITION  

In this phase, we work with you to define the scope of the project, highlight 
the issues, understand the expected results (qualitative and quantitative) 
and identify the key indicators to measure them.  

Good problems to start with have several criteria:

The data necessary for addressing the problem is readily available 
(otherwise the bulk of your time will be spent here)

You can work with the data (or a relevant subset of it) comfortably on a 
single machine

A core element of this phase will be analyzing the business case and defining 
its critical components, which will be verified through the proof of concept. 

This will also give us the opportunity to verify and test any questions that arise 
as requirements are defined. 

START YOUR AI JOURNEY WITH US: 
ARTIFICIAL INTELLIGENCE IN ACTION! 

With 300+ AI projects and counting, Expert System has consolidated a winning AI methodology in four steps. What 
makes Expert System unique compared to other vendors is that our technology is not a black box: With our demo, 
you’ll be able to immediately test how it works.
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Implementing an AI-based solution requires expertise, time and 
analysis. Not all use cases that appear to be suitable for AI are, or are in a 
way that has a positive cost/benefit ratio.

To understand whether an AI-based project can be successful, the best way 
is almost always through implementing a proof of concept (PoC). This is 
especially relevant for text analytics, where Gartner recommends 
conducting “flash or quick proofs of concept to test a vendor’s capability 
with a small sample of data to narrow down the options, then plan for a full 
ontology of domain-specific data for a comprehensive evaluation of the 
tools’capabilities”.7 
For emerging technologies such as AI, PoC is generally the most cost-
effective path to show quick wins and build confidence. 

A PoC is a “closed” but working solution that can be evaluated and 
tested subject to clear criteria, from understanding requirements to 
delivering success. Based on the PoC, the next step will be creation of 
a detailed approach and a plan for implementation, including cost 
estimates, timelines and a high-level work estimate of what will be required 
to take the PoC to the next step and begin building the real project.

For any AI project or program, PoCs enable decision makers to: 
Deliver more immediate value

Gain skills and experience 

Test the technologies being used 

Identify and resolve potential data issues

Highlight potential impacts on the project context 
(infrastructure and processes)

Gain confidence in AI 

SCALING UP TO PROJECT  

The problem has been defined, the solution designed, data profiled and 
modelled. The PoC has been built, tested and deployed. So, what’s next? 
You can do a number of things to ensure that your PoC remains a success 
story so that you can build upon it in support of a broader AI strategy. You 
can go on to:

Tune and optimize the PoC solution. As time goes on, you will develop 
more skills for improving and enhancing the AI solution you have deployed. 
You can optimize software around areas such as data curation and labelling 
and experiment with, train and deploy new models that may provide even 
better results.

Scale out to other business scenarios. Your PoC may be applicable for 
other parts of your business. You can adopt a portfolio approach to manage 
how you extend the PoC across a wider user base.
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OUR 
APPROACH 
IN A SNAPSHOT  

A PoC is the best approach to AI. A PoC provides all of the key elements 
necessary to determine if and how to proceed with an Artificial Intelligence 
project in a short timeframe. Generally, the first phase may require 6 to 10 
months, depending on the selected area, the complexity and the type/
number of key indicators that are needed to monitor and verify. 

Outcomes:

Activities:

1 2 3DEMO 4

ENGAGEMENT PROOF OF CONCEPTPROBLEM DEFINITION SCALING UP THE PROJECT

Assess the 
customer context
Demonstrate the AI 
potential Share use 
cases

Definition of 
requirements 

Business case analysis:
- Scope

- Challenges
- Expected results by 

key indicators
Focus on quantitative 

and qualitative data and 
knowledge analysis

Data modelling 
Key indicators 

Test AI capabilities
Gain skills, experience

Identify potential 
issues

Highlight impacts on 
infrastructure and 

processes
Build confidence in AI

AI model to be 
replicated

Business case 
Key findings  

Select adjacent areas to tune 
and optimize POC

Discuss future business 
scenarios 

Define new business case
Identify new success criteria 

Strategic plan 
Roadmap of AI 

scale up 

It’s no secret that AI and unstructured data projects are risky. Success is far from guaranteed. Mitigating the risk requires 
a knowledgeable partner that can support your organization with the necessary resources and expertise. 

CONTACT US TODAY  TO START YOUR AI JOURNEY!

 LIVE 
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Artificial intelligence i s technology that appears to emulate human performance typically by learning, 
coming to its own conclusions, appearing to understand complex content, engaging in natural dialogs with 
people, enhancing human cognitive performance (also known as cognitive computing) or replacing people 
on execution of nonroutine tasks. Applications include autonomous vehicles, automatic speech recognition 
and generation and detecting novel concepts and abstractions (useful for 
detecting potential new risks and aiding humans quickly understand very large bodies of ever changing 
information). https://www.gartner.com/it-glossary/artificial-intelligence/ 

Machine Learning is an application of artificial intelligence that provides systems the ability to
automatically learn and improve from experience without being explicitly programmed. Machine learning 
focuses on the development of computer programs that can access data and use it learn for themselves. The 
process of learning begins with observations or data, such as examples, direct experience or instruction, in 
order to look for patterns in data and make better decisions in the future based on the examples that we 
provide. The primary aim is to allow computers to learn automatically without human intervention or 
assistance and adjust actions accordingly.
https://www.expertsystem.com/machine-learning-definition/

Deep learning is a collection of algorithms used in machine learning that are employed to
model high-level abstractions in data through the use of model architectures, which are composed
of multiple nonlinear transformations. It is part of a broad family of methods used for machine
learning that are based on learning representations of data. 
https://www.techopedia.com/definition/30325/deep-learning
The truth about machine learning and deep learning
https://www.expertsystem.com/truth-machine-learning-deep-learning-2/ 

Robotic Process Automation (RPA) sometimes called smart automation or intelligent automation, 
refers to advanced technologies that can be programmed to perform a series of tasks that previously 
required human intervention. It’s faster, cheaper and scalable, and commonly used for things like 
reporting, accounts payable, customer feedback capture and sales quote preparation.
https://www.gartner.com/en/finance/trends/robotic-process-automation 

Information Intelligence is the technique of turning large volumes of complex data into relevant and 
actionable intelligence in order to better manage risk and increase profitability. 

POCKET GLOSSARY 
This glossary will pull from industry recognized terminology, as well as our own.

COGNITIVE TECHNOLOGY There is no single definition of cognitive technologies... cognitive technologies [are] 
those technologies that can ‘perform and/or augment tasks, help better inform decisions, and accomplish objectives 
that have traditionally required human intelligence, such as planning, reasoning from partial or uncertain information, 
and learning.’ This primer treats the terms cognitive technologies and artificial intelligence (AI) as interchangeable.” 
https://www2.deloitte.com/insights/us/en/focus/cognitive-technologies/technical-primer.html

Cognitive system 
“There is no widely agreed upon definition for cognitive computing. In general, we use the term “cognitive system” to 
define a new solution, software or hardware that mimics some aspects of human intelligence capabilities.
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