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Two Ways to Use Al: Chatbot vs. Workflow

Same underlying Al capability. Very different design, scale, and governance requirements.

Al as a Chatbot / Personal Assistant Al as a Workflow / Product Component

You interact with the model directly.

Best for

O D ¢ Drafting and revising text
® Summarizing documents

Brainstorming ideas

Explaining concepts

One-off analysis and questions

Preparing emails, slides, or outlines

Great for individual productivity.
The human manages the workflow
through conversation.

*

The model is one component inside a designed system.

Rules /
Quality
Checks

Workflow /

Action

Data + Retrieve / S StflnA.I: = Human
Documents Analyze / S Review or
. Explain +
+ Models Predict G Approval
enerate

\_

lllustrative applications
Document-review pipelines

e Customer intelligence and proactive outreach

® Data analysis and executive reporting Operational decision support

® Predictive maintenance support Incident or investigation support

® Knowledge assistants and case support Planning and resource coordination

(o

Better for repeatable organizational value.
The organization designs the workflow around the Al.

g Chatbot: better conversation.

O Workflow: better system design.

Prompting matters in both cases — but workflow use also requires data, validation, governance, and ownership.




HR APPLICATIONS / OVERVIEW
What can Al help HR do?

Practical applications across hiring, talent development and people operations

@ Recruitment =] Policy drafting Employee communication
Draft job posts, interview guides Draft policy revisions from Turn approved changes into

and candidate messages. approved requirements. FAQs and employee messages.
[JJ Training content Practice & coaching R Learning & career paths
Create lessons, quizzes and job Role-play conversations and Suggest learning plans from

aids from source materials. suggest practice feedback. role goals and skill needs.

Z] Onboarding & HR support - Employee listening Workforce planning
Create onboarding checklists Summarize themes, differences Explain staffing scenarios and
and policy-grounded replies. and questions to investigate. flag assumptions and tradeoffs.

Approved inputs. Human review. Hiring and employment decisions stay human.

THE UNIVERSITY OF ARIZONA

lllustrative uses - Sources and scope in speaker notes
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RECOGNIZE YOUR LAST INTERACTION

Prompting Work Modes

Work modes—not a proficiency test.

Alex r~ Sam @ Jordan
14 ~J
Quick helper Repair loop Deliberate briefer
“‘Summarize this. “More strategic. “Here is the job,
Draft that.” No—not that.” source and
standard.”

Which of these best describes your
typical interaction with Al?

Reactive repair versus purposeful iteration—
not iteration versus getting everything right on the first try.

S02

% Casey

Workflow designer

“Check this before
the next step.”

A
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What is Prompt Engineering?

The process of designing prompts to get
the right output from a Large Language
Model (LLM)

* A prompt is the input text sent to an Al
model.

« Serves as both a question and a set of
instructions.

« LLMs use the prompt to predict the next
likely word/token.

» Different prompt -2 different behavior,
tone, structure.

* Prompt quality determines output
consistency, creativity, and format.




S03

Why Prompt Engineering Matters?

=| ENABLE | AvOID * ' REPEAT
Faster, better, actionable Preventable rework and Shared inputs, checks
work fit for its audience unsupported and ownership
and decision commitments

The goal is not to get Al to produce more text.
It is to get to work you can use—and understand what still needs your

judgment.

EVIDENCE, NOT A PRODUCTIVITY PROMISE

A 30-novice study found greater learning gains from requirement-focused prompt engineering training than

Ma et al. (2025), TOCHI - doi:10.1145/3731756 - Training result—not a productivity estimate.
THE UNIVERSITY OF ARIZONA

Conventional prompting instruction.
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Naive Prompt Example

Input: Can | have a list of 10 product names for a pair of ——
shoes that can fit any foot size? —_——
Output: | |
1. FlexFit Soles 6. UniSoleFit
2. MorphStep 7. All Footwear ——
3. OneSize Walkers 8. AdaptStride —
4. Chameleon Kicks 9. SizeZero
5. EverFit Shoes 10. ShoesAnyStep 'S g
* Seems magical — one-line, useful result. Q\(.®
e Great for casual use or one-time tasks. \ &

e But not scalable or reliable for repeated use.

THE UNIVERSITY OF ARIZONA
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Prompting Issue 1 —Vague Direction

How

Prqmpt lacks <hould the
guidance on nome be
style, tone, or created?

naming rules!

Without giving the model this guidance, it fills
in the blanks from its training data!

S

é@

&

Real or Made-up

Choose between using
actual words or inventing
new ones

Decide if the name should
be one word or a mix

Determine the tone of the
name

Mimic Style

Decide if the AT should
imitate a specific naming

THE UNIVERSITY OF ARIZONA
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Prompting Issue 2 — Unformatted Output

* Inconsistent format:
sometimes bulleted,  ensuesoupu

meets exact

numbered, or B Line-Separated
verbose. potween items, idea
 Difficult to use sgr?;?;::é o
Compact format
programmaticly oo

Organizes data into
rows and columns
for clarity

display).

* Changes from run to
ru n Offers a narrative

style for detailed
. . information
* Clarifying needs
helps:

List Format

Provides a simple,
easy-to-read
structure

3488
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Prompting Issue 3 — Missing Examples

) Al guesses what a "good" name looks like from its training data.

But training data includes the entire internet—is that what you
want?

Can you provide sample names you like?

Clarifying needs:

Can you give examples from your industry or competitors?

A

THE UNIVERSITY OF ARIZONA

Eller Executive
Education




Prompting Issue 4 — No Evaluation Criteria

* No way to judge if output is “good” or “bad” = What is Good/Bad?
* Manually reviewing results doesn’t scale, so we need:

Rating Systems @\3 C?

Provides a standardized Allows ranking or scoring
way to assess quality through additional queries

Enables objective
measurement through

avtomation
THE UNIVERSITY OF ARIZONA
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Prompting Issue 5 — No Task Division

A single prompt is doing Important sub-tasks like
$ everything at once: understanding context,
% describing, brainstorming, mm imagining style, and
formatting. formatting aren’t separated.

Split Task

Divide the task into smaller, manageable parts

E— SE—

Chain Prompts

‘ Use the output of one step as input for the next

Model Reflection

3 Encourage the model to analyze before
responding (e.g., "“First list attributes, then
suggest names”).

.
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THE FIVE PRINCIPLES / YOUR MAP FOR THE CASES

Successful Prompting Principles

Not every prompt needs every technique.

G

so S

JOB - AUDIENCE - SOURCE
BOUNDARY - UNCERTAINTY

FORMAT R
EXAMPLE >
QUALITY CHECK >

STAGES - HUMAN HANDOFFS -

., Give Direction

Define the assignment, its evidence and the model’s limits.

Specify Format
Specify the structure and limits of the usable output.

Provide Examples
Show the standard the model should follow.

Evaluate Quality

Name what to inspect against the input and requirements.

Divide Labor
Separate jobs into limited scope steps where interpretation,
quality check, or a decision needs checking.

THE UNIVERSITY OF ARIZONA
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CASE / NORTHBRIDGE SERVICES S04

The policy is approved. The communication is not.

— |/P: Approved internal O/P: Employee o Human release

=| mobility pilot policy — L1 announcement — | -+ decision
P01-P08 + manager Q&A T

APPROVED P04 Example Prompt

Write an upbeat employee announcement and a
short manager Q&A about our new
iInternal-mobility pilot. Make it clear, reassuring

and ready to send. Use the approved policy
below.

Employees do not need
their current manager's
approval to submit an
application.

What would you make explicit before delegating this?

FICTIONAL TRAINING CASE
THE UNIVERSITY OF ARIZONA
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WORK WITH YOUR NEIGHBOR S05

Prompt Surgery: add a boundary and a check.

What the model is allowed to say and how the result will be checked?

BOUNDARY QUALITY CHECK

Do not Before finalizing, verify
REFERENCE ANSWER REFERENCE ANSWER
Do not add policy provisions, exceptions, Before finalizing, verify that every
dates or assurances that are not stated in policy-related claim can be traced to the
the approved source. approved input; list anything unresolved

separately.

GIVE DIRECTION EVALUATE QUALITY

THE UNIVERSITY OF ARIZONA
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CASE 1/ PROMPT ANATOMY - VIEW 1 OF 3

Define the assignment.

COMPLETE PROMPT - CONTEXT ONLY SELECTED EXACT CLAUSES - ONE COMPLETE PROMPT

S06

JOB + SOURCE

Act as an HR communications partner.
Prepare the communication package
requested in the COMMUNICATION
ASSIGNMENT, using only the APPROVED
POLICY for policy-related claims.

—

REVIEW STATUS

This is a draft for human review, not
permission to publish.

Policy + assignment are separate inputs. GIVE DIRECTION FICTIONAL TRAINING CASE
THE UNIVERSITY OF ARIZONA
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CASE 1/ PROMPT ANATOMY - VIEW 2 OF 3 S07

Set the boundary. Keep uncertainty visible.

COMPLETE PROMPT - CONTEXT ONLY SELECTED EXACT CLAUSES - ONE COMPLETE PROMPT

UNCERTAINTY CONTROL

— If arequested answer is not specified, say "Not
T specified in the approved pilot policy,” point to
the authorized question channel where

] appropriate, and log the unresolved issue for

—  the People team. Do not guess.

CLARIFY WHEN BLOCKED

If a contradiction or missing essential provision
prevents an accurate announcement, stop and
ask up to two focused questions. Do not stop
the entire draft merely because an ancillary
Q&A answer can safely remain unresolved.

Policy + assignment are separate inputs. GIVE DIRECTION
THE UNIVERSITY OF ARIZONA
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CASE 1/ PROMPT ANATOMY - VIEW 3 OF 3 S08

Specify the output—and the check.

COMPLETE PROMPT - CONTEXT ONLY SELECTED EXACT CLAUSES - ONE COMPLETE PROMPT

OUTPUT MAP - EXPLANATORY SUMMARY
Announcement + four Q&As + source check + open items

QUALITY CHECK

Before finalizing, check policy fidelity,
complete coverage, word limits and usability.
Correct unsupported claims and keep
unresolved items visible.

Policy + assignment are separate inputs. SPECIFY FORMAT EVALUATE QUALITY FICTIONAL TRAINING CASE

Eller Executive
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CASE 1/ SOURCE BOUNDARY IN PRACTICE GIVE DIRECTION EVALUATE QUALITY S09

A polished sentence can become a commitment.

FICTIONAL TRAINING CASE

APPROVED P04

“You can apply confidentially

without your current manager being Employees do not need their
. g i current manager's approval to
notified. submit an application.

A polished sentence can quietly become an unauthorized organizational
commitment.

Not specified in the approved pilot policy. The absence of a manager-approval requirement
does not establish confidentiality or notification arrangements.

Al has permission to improve the communication.

It does not have permission to expand the policy.

THE UNIVERSITY OF ARIZONA

Eller Executive

A

Education




CHOOSE THE RIGHT UNIT OF WORK S10

One prompt—or a workflow?

ONE DESIGNED PROMPT DIVIDE LABOR
@ Clear task s [ Adequate s [ Inspectable S HlmN
inputs output REVIEW

DESIGNED WORKFLOW

Evidence > Interpretation B HUtAN > > HUtL\N P Communication
CHECK DECISION

Use one well-designed prompt when the task has a clear limited-scope purpose,
adequate inputs, and an output you can inspect.

Separate the work when the scope is broad and a later step depends on an
interpretation, clarification, or decision that should be checked first.

THE UNIVERSITY OF ARIZONA
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CASE 2/ CEDAR VALLEY GROUP S11

What does this feedback actually tell us?

What does this feedback about development and internal opportunities
tell us, what remains uncertain, and what should we consider doing next?

V o o o V -1

I

V e

16 voluntary comments Judgment Leadership brief

NOT SUPPLIED

Representative survey ¢ turnover records ¢ independently verified manager accounts

FICTIONAL TRAINING CASE
THE UNIVERSITY OF ARIZONA
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CASE 2 / THE WORKFLOW

Five Al jobs. Two human decisions.

20

From employee comments to an evidence-backed leadership brief

=| 1 EXTRACT — 2 SYNTHESIZE @)\ 3 AUDIT

Code each comment and - Group reports into themes;

Check each finding against
retain its source ID. keep differences and limits.

its original source comments.
}
H1 - HUMAN REVIEW
Accept findings; select
the planning priority.
!
g

=| 5 COMMUNICATE H2 - HUMAN AUTHORIZATION £ 4 OPTIONS
Draft from accepted findings | Choose an option and set " Propose options within the
and the authorized scope. its authorization boundaries. time and staffing limits.

% Final human review before release

FICTIONAL TRAINING CASE
DIVIDE LABOR

THE UNIVERSITY OF ARIZONA
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HR WORKFLOW ARCHITECTURES

Job descriptions: start with an approved role brief.

INPUT | Approved role scope, real requirements and organization style.

responsibilities, level
and required
qualifications.

N

(o1 ©) HUMAN )
Approve
role brief
Confirm

J

02 [F

Draft
description

Turn the approved
brief into a clear,
structured job
posting.

Al

03 Q A

Check the
draft

Compare with the
brief; flag additions
and unclear wording.

21

64%

Hiring-manager
review

Verify job scope and
wording before
approving release.

N

~

HUMAN

Do not invent qualifications to make the description sound complete.

GIVE DIRECTION

EVALUATE QUALITY

DIVIDE LABOR

THE UNIVERSITY OF ARIZONA
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HR WORKFLOW ARCHITECTURES

Structured interviews: calibrate the evidence.

INPUT | Approved job criteria and the interview’'s purpose.

HUMAN

(o1 ©)

Confirm
job criteria

Agree the skills
and evidence
that matter for
this role.

- J

02 Al

Map
questions

Write job-related
questions for
each agreed
criterion.

03 [

Draft scoring
anchors

Describe weak,
adequate and
strong answer
evidence.

Al

04 Q Al

Check
coverage

Check for gaps,
repetition and
inconsistent
anchors.

22

HUMAN

(05 %

Panel
calibration

Use sample
answers to align
the panel’'s
ratings.

- J

The output is an interview guide—not an automated hiring decision.

GIVE DIRECTION

EVALUATE QUALITY

DIVIDE LABOR

A
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HR WORKFLOW ARCHITECTURES

23

Policy revision: decide before new commitments.

INPUT | Current policy, approved requirements and the intended change.

/01 - HUMAN @ b
Gather requirements
Set goals, scope and approved
requirements for the revision.

\ J

/06 - HUMAN @\ b
Qualified review
Review the draft against
standards before approval.

\ J

02 - Al @\

Compare current policy

Compare existing wording with
those supplied requirements.

05 - Al E|

Draft revision

Write the selected changes;
identify what differs from today.

03 - Al _€

Develop options

Outline alternatives, tradeoffs
and questions still to resolve.

|

04 - HUMAN % h
Owner decision
Select the direction before
drafting policy commitments.

N Y,

Different from Case 1: here policy change is the work.

GIVE DIRECTION EVALUATE QUALITY

DIVIDE LABOR

THE UNIVERSITY OF ARIZONA
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HR WORKFLOW ARCHITECTURES 24
Manager development: test the learning experience.

INPUT | Target behavior, learner roles and real-work constraints.

/01 ©) — 02 Al 03 [F Al /04 @ —
Define Build Create feedback Test
behavior scenarios criteria + refine
Choose a behavior to Create realistic role- Define good practice Try the exercise;
practice, such as play cases for that and draft coaching have an expert check
giving specific behavior and prompts. realism and
feedback. audience. feedback.

N / N /

Build practice—not just training content.

GIVE DIRECTION EVALUATE QUALITY DIVIDE LABOR
THE UNIVERSITY OF ARIZONA
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HR APPLICATIONS / TWO DELIVERY MODELS OPTION B
From chatbot help to repeatable HR workflows

Same HR need. Different delivery model.

PERSONAL CHATBOT ORGANIZATION-DESIGNED WORKFLOW

You supply inputs and guide each step. Approved sources, rules, monitoring and named human owners.
Employee questions _ HR service assistant
Draft a policy-based reply. Question — policy lookup — draft reply — HR review/escalation.
Onboarding . Onboarding coordinator
Draft a new-hire checklist. New hire — tailor checklist — route tasks — remind/escalate.
Learning plans _ Learning-path assistant
Suggest a learning plan. Goals + skills — content match — human review — track progress.
Manager practice . Practice-and-feedback coach
Rehearse a difficult conversation. Scenario — role-play — feedback — next practice / human coach.

A chatbot can be the front end. The connected system makes it a workflow.

THE UNIVERSITY OF ARIZONA
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CLOSING S26

Better briefs. Better handoffs. Your judgment.

For a bounded task:
write a better brief.

For a sequence of work:
design better workflows.

In both cases: define good work
and retain your judgment.

EEEEEEEEEEEEEEEEEEEEE
A ‘ Eller Executive

Education




Thank you!

Mohammed Shafae
shafae1@arizona.edu
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