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Air Canada has lots of agents and no benchmarks

Chatbots - AI workflows - ML and optimization pipelines with agents inside
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Problem

I hit this problem once before, in 2024

The agent The documents The task A good result
Telecom The right

A Q&A standards ?e"ciwnf:a? answer,

assistant and vendor Gaste from the
documents q right page

We were data scientists, with limited access to

the subject-matter experts who could grade our answers.

2024, at a telecom company, before I joined Air Canada.

retrieval: "if you found the right page or the right documents, 90%-n xin vaipw nn RAG-2 ,Weill 199
NIj'150 N0 Janoni 170w pipeline n1a nuxn ."of the time you have actually the right answer
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Problem Tried

Every week we added a part. Quality?dn't move

We started with Question ~—+ Retrieve —+ Answer
>
-
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Week 1 Week 2 Week 3 Week 4 Week 5 Week 6 Week 7 Week 8

One part a week: that's how fast we could test. Every fix broke something else.
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Nathanael Weill So complexity doesn't always help — |
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Nathanael Weill It's very hard when you put two experts in the room, you get three opinions — |

Problem Tried Stuck

Each change waited a week for an expert

We change the agent M T

minutes

the only way to know if it helped

..in their one review slot a week
experts have day jobs

w
A telecom expert reads its answers -

I

e 1 try per week the expert's review slot
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Problem Tried Stuck New method

So we wrote the answer first

BEFORE: the expert grades the answer

Agent L Expert

—- 1 week
answers reads

Question —

"The right page" = the passage of the documents that holds the answer. The test: does the system find it?
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Nathanael Weill If you can't grade the agent, you can't make it better — |
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Problem

Now, in 2026 at Air Canada: a different challenge

porhirrodll suggested A reviewsr
e — i et changes, each — accepts or
9 with a reason rejects each one

rules

SAME AS IN 2024

Lots of documents It spots problems, not answers
Busy experts Each one needs the rule that

No benchmark proves it
It writes a fix, or leaves it alone

Inspired by a true project. Names and details changed. Numbers are real,
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1ITNY 713" ynninw clause-1 ,NMWIWN 72 X 20yn NTINQ 22'Y :D2IIMN WA 21 271V NIYLVN .WThn No17
v benchmark '®)1, (1T 1Y 7w myw gnyn? nnwn XN DM D'NNIMN .NN2aNN 77X

IX D29 'IN'TI DINNY ATIN2 9'W0 72 A1I'0 NI7D ,spot 1017w nyaxa Ta ,Nowisn noaa ,agent-n Weill 194
DX V7NNV '910 alI'ol ;amendment-n Na'Nd ;amendment-2 D'ONINY DDnonn 7w retrieval ;wnm n'w
.0 X7 0nwin R .RAG-n 071vn N nrn 2o retrieval-n 277 NIk kwn?

—

Problem Tried

So we tried the RAG fix again. It kept us on the flat line

Where we were Where we want to be
Answer quality, week by week Answer quality, week by week
/
WI W2 W3 W4 W5 W6 W7 W8 Wi W2 W3 W4 W5 W6 W7 W8

How can we test every change when the agent's job is
spotting problems, not finding pages?

Search test: we know which page holds the rule. Does the agent fetch it?
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test set nina7 oodYTwnn .5

ck how the answer moves no answer at all

one example into many one example

. Test writer 2" Al that m the one we m checks
the human e bt ot e
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step1of5 @

1. Use past decisions as the answers

1 You 2 You 3 Code 4
— . — = diff - agent?
As received: As signed: Answer: Does the agent
cap = $500K cap = $2M raise the cap say it?
Provide old contracts, before Generate nothing: the past is

and after the answer Check exact match

we asked for these pairs. None arrived.
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Problem Tried Stuck New method Result

From four weeks to five minutes

BEFORE NOW

4 k 5 mi
WeekKs min

Beta feedback came back after A scripted run. Code matches

the code had already moved on. each finding to a planted problem.

Cheapest check first m—-m—v AI judge = Human

Because we wrote the answer first, the check is just code. No Al judge needed for any of the five steps.
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Nathanael Weill We got so much noise from the LLM as a judge compared to the noise with the —
.agent that we're building




The same trick works far beyond contracts

1. Write the answer 2. Generate the input 3. Run and check
TZ?' ;aelft’hg 0:der: Write the scenario An LLM plays the
Trajectory goo_k colifies —+ that needs those — user. Code checks
s iBInvite calls the order
A slice of data, pulled Generate the Run the agent's
Text to SQL by a query you wrote = question in plain text % query. Compare rows

Same pattern every time: decide the right answer first, then build the test around it.
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the original design we could not evaluate it, we switched to something that we can actually evaluate"
."because of that



Real feedback makes the tests better over time

Generated tests

New real tests one I.OOP Agent
at a time
Real feedback
Aarize

Al Engineer
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Nathanael Weill we don't use this feedback to fix the agent. We use this feedback to generate —
better tests

| .Nathanael Weill It's a tool to help and support the developer. It's not the go-no-go for the solution — |
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