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Credits and 
sources 



“Consumer” AI today: simple, effective, impressive

• And, great research results
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But what about AI in the Enterprise?

Findings from the 2021 survey indicate that 
AI adoption is continuing its steady rise: 56 
percent of all respondents report AI adoption 
in at least one function, up from 50 percent in 
2020. 

… the results were surprisingly similar to 2021. 
Furthermore, if you go back another year, the 2021 
results were themselves surprisingly similar to
2020. […] 
The same percentage of respondents said that their 
organizations had AI projects in production (26%).

McKinsey Global Survey – State of AI

O’Reilly. AI Adoption in the Enterprise 2022

https://learning.oreilly.com/library/view/ai-adoption-in/9781098109196/
https://learning.oreilly.com/library/view/ai-adoption-in/9781492081210/
https://www.mckinsey.com/business-functions/quantumblack/our-insights/global-survey-the-state-of-ai-in-2021
https://www.oreilly.com/radar/ai-adoption-in-the-enterprise-2022/
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Why? Commonly cited reasons / blockers
[…] the biggest bottlenecks were lack 
of skilled people and lack of data or 
data quality issues (both at 20%), 
followed by finding appropriate use 
cases (16%).

O’Reilly. AI Adoption in the Enterprise 2022

The most frequently cited barriers to Al 
adoption are a lack of a clear strategy, 
a lack of talent, and functional silos.

McKinsey - AI adoption advances, but foundational barriers remain

My own experience (from in depth engagements):

1. Risk
2. Value
3. Adoption and Maintenance Journey

https://www.oreilly.com/radar/ai-adoption-in-the-enterprise-2022/
https://www.mckinsey.com/featured-insights/artificial-intelligence/ai-adoption-advances-but-foundational-barriers-remain


AI-Powered “Workflows” and AI 
Services in the Enterprise 
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Workflows vs 
guided actions vs 
journeys

Focus is on a case
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Workflows vs guided actions vs journeys

“consumer” is an agent
supporting a case
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Workflows vs guided actions vs journeys
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Workflows vs guided actions vs journeys

Focus is on the user (customer with a need) or an agent or a case

Cost
User experience
Customer satisfaction
… 
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Process spaceship: Discovering and exploring process 
views from event logs in data spaces. VLDB 2008

We need tools to monitor journeys
• Logging abstractions
• Context and correlation



© 2022 ServiceNow, Inc. All Rights Reserved. Confidential. 12

AI Services supporting journeys and workflows
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AI Service Provider

Enterprise AI Service 
Customer

Here is where we measure 
value. 
This is what we care about

Here we can take “local” or 
aggregate measures of service 
quality
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Forward and backward 
prop

AI Service Provider

Enterprise AI Service 
Customer



© 2022 ServiceNow, Inc. All Rights Reserved. Confidential. 16

AI powered steps are not steps, and they are not just 
AI service invocations

This is not an exception: there are (almost) always defaults or humans-in-the-loop

confidence > threshold ?
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Even 
search
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Key points so far

1. “Value” is measured on journeys and workflows 
2. The value and impact of AI services depends on the application use 

case
3. AI services are almost invariably applied as a selective inferences –

we’ll see why this matters



AI Service Quality
“Obvious things that need to be said”
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Accuracy and friends

How do we measure AI services today? 
Overwhelmingly, we use accuracy. 

Leaderboards do it too.

Customers tend to do it too, at first. Why?
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Accuracy is the metric you use if you don’t 
care about accuracy

confidence > threshold ?
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Value of an integrated AI service in a use case 
(impact on business KPI)

𝑽 = #
𝑽𝒓 𝑖𝑓 𝑐𝑜𝑟𝑟𝑒𝑐𝑡
𝑽𝒘 𝑖𝑓 𝑤𝑟𝑜𝑛𝑔
𝑽𝒔 𝑖𝑓 𝑠𝑘𝑖𝑝𝑝𝑒𝑑

These are parameters we can (should!) measure, or estimate - if we have the 
proper infra in place

The first question we need to answer is: what is the impact of a 
correct, wrong, skipped prediction 

(𝑐𝑎𝑛 𝑏𝑒 𝑎 𝑚𝑎𝑡𝑟𝑖𝑥)
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Computing Value for g(f(x))

model quality is use-case specific!
or, at least, it depends on the cost ratio k



© 2022 ServiceNow, Inc. All Rights Reserved. Confidential. 24

“Obvious things that need to be said”
1. Measuring accuracy implies assuming k=0

2. Because the value of an AI service depends on the use case, I cannot say 
that S1 is better than S2 “in general”

3. Every well-calibrated/ “properly rejected”* AI service is valuable, no matter 
how bad it’s accuracy is

*more on calibration, another misunderstood concept, later in 
the presentation (if time permits)
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Is accuracy a good proxy for business value?

• Sometimes value is negative 
• Without confidence (or without adapting thresholds to costs), 

values decrease linearly
• Even large models perform badly (and sometimes way worse 

than models from the last century) as costs grow
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Implication on active learning

Threshold
Confidence

x
x

x
x
x
x
x

x
x

x
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In summary
On the Workflow Side On the AI service side

1. Link services up to value
2. KPI Impact of skipped, rejected, 

correct, wrong
3. Pick the right service, set the right 

thresholds. This can make a massive 
difference

4. Tune the threshold (rather than 
calibrate, rather than trusting service 
confidence) 

1. Pick the right metric, plot value curve, give 
guidance

2. The quality of a model depends on how well it 
knows if it knows, not just in getting the right 
inferences 

3. Also in active learning context, we prioritize 
value, not accuracy



Calibration
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The importance of the most misunderstood and 
undervalued concept in ML: confidence scores

Guo et al.
On Calibration of Modern Neural 
Networks 



© 2022 ServiceNow, Inc. All Rights Reserved. Confidential. 30

What is, really, 
“calibration”?

Think about your 
doctor
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Consider these perfectly calibrated models wits same 
accuracy: which one is better? has m3 “learned”?
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Many types of 
learning

can be a 
feature 
space
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So I left him, saying to myself, as I went away: Well, although I do not 
suppose that either of us knows anything really beautiful and good, I am 
better off than he is - for he knows nothing, and thinks that he knows. I 
neither know nor think that I know. In this latter particular, then, I seem to 
have slightly the advantage of him[..] I found that the men most in repute 
were all but the most foolish; and that some inferior men were really 
wiser and better.

— The Apology of Socrates
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Thanks
fabio.casati@servicenow.com

https://medium.com/@sphoebs

mailto:fabio.casati@servicenow.com

