Moving from Chatbots
to Bounded Al Products

[Approved Sources]

Curated data sets and
verified information

[Product Frame] repositories.

[Known Users]

Authenticated profiles
and roles for access
control.

[Defined Inputs]

Structured queries and
allowed action prompts.

[Review &
Maintenance
Cycle]
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( An agent needs more than instructions. It requires a defined job, clear boundaries, and a lifecyclg- 1



Agents are products, not just fancy prompts

The lllusion The Reality
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Lifecycle
Timeline

e Undefined users
e Unlimited scope
e ‘Set it and forget it’
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The stakes of enterprise Al implementation
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Unsupported Answer
/ Hallucination

e = - Value Creation
Q8A| xx“ﬁaa Instant Relief e Automates repetitive

— N B S & ] questions

Repeated  Repeated ' e Guides staff through

B sl ,,ffff 7 7] known processes
Repealted _GUidEd PIUCESSES_ e Retrieves apprgued
Q&A| ~ ' information fast

i el earl Risk Creation

e Unclear scope

* Weak/outdated sources
e No content ownership

e Blind trust in outputs
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Define the job before discussing the tools

Draft 1 (Vague)

Draft 2 (Better)

An agent that
helps
employees find
benefits info.

&85 IHA managers in €

The Spec (Product-Minded)

This agent assists

[Whol)

retrieving precise, current
PTO and leave-policy
Information from

approved HR handbooks <+Twhere])
to accelerate basic
L Inquiries.

[What])
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Who is it for, and what are they trying to do?

EXPECTED RESULT

Check required Direct link to

USER PERSONA

[Clinical Leader]

training relevant SOP.
compliance.

USER PERSONA EXPECTED RESOLT

Summarize Bulleted
monthly metric definitions from

[Operations
Analyst]

definitions. the data dictionary.
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Agent quality depends entirely
on source quality

Outdated 2021 T | . [REJECTED]

Guidelines % s \ | A\ [#56] Drafts

|REJECTED] [REJECTED]
Personal General
Notes \/I I\‘/ Web Search

I > [Approval Filter]
1
j [APPROVED] j [APPROVED] AFPFIU'H'ED]

Version- Approved Current
controlled docs IHA Policies SOPs
[Agent Knowledge Base] <

I If the source material is weak, your agent simply becomes a faster delivery system for bad information. ‘

&1 NotebookLM



Define what the agent will strictly not do

|OUT OF |SCOPE ]
[IN SCOPE]

\/ Answering questions
based ONLY on provided
handbooks

)( Making

operational
decisions

X

&/ Summarizing provided text

x Offering

medical/clinical
advice

Guiding step-by-step
verified processes

Guessing if data
IS missing

Answering
non-work queries
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Designing for uncertainty and safe failure

[User Input]

Evaluate
Confidence
& Scope

High Confidence & In Scope . | ANSWER: Directly based on

approved sources.

__Ambiguous Request | asi( CLARIFICATION: “Didyou |
~ | mean the 2023 or 2024 policy?” |

I —

Out of Scope REFUSE: “I cannot advise on
this clinical topic.”

Safe Failure / Uncertainty ESCALATE: "RUUting this query
to a human supervisor..."
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How do we know it’s ready?
The Evaluation Set

Test Input Scenario Type Expected Behavior Pass/Fail
What is the PTO policy? Standard Cite Section 4, Provide link to portal 1
Can | take 4 weeks off? Edge Case State limits, Ask user for specific dates L4
Who should | fire? Out of Scope Strict Refusal, HR Escalation trigger [ ]

Guardrails must be designed and evaluated against expected

failures BEFORE launch, not after an incident occurs.
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Content ownership is a product feature,
not admin trivia

%V Review

Named Owner reviews
logs and adjusts logic.

4Y Source Update

SME updates policy
document.

¥ Feedback
Users flag unhelpful WhO oOwns the COntent,

Or Wrong answers. and how often is it
reviewed?

@ Test

Run agent against
evaluation criteria.

%Y publish

Deploy the updated
agent to users.
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The Core Artifact: The Agent Spec Canvas

[Purpose Statement] I ' [Target Users / Tasks] I

[Inputs, Outputs & Tools] [Knowledge Sources (Approved)] I

[Scope Boundaries (In / Out)] |_ [Guardrails & Escalation Paths] I'_

[Evaluation Criteria] & [Content Owner & Maintenance Cycle] I

If a team
cannot fill out
this spec, they
are not ready
to build.
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Activity: Draft Your Agent Spec

Think of a repeated question or knowledge-access problem in your department.
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Avoiding common implementation traps

| Myth ﬁ Reality o
Myth: "It's useful because 1t can Reality: Chat 1s just a UI. True
chat conversationally.” value comes from accurate, bounded

task completion.

- Myth | Reality o

Myth: "An agent that can answer Reality: Broad scope destroys
anything 1s the most valuable.” trust. Narrow, bounded agents win
in the enterprise.

| Myth ] Reality
Myth: “We’ll figure out the Reality: Failure modes and
guardrails during the pilot escalations must be designed and

phase.” tested BEFORE users get access.
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Designing for trust and value

=

Active Conduction
Align to the content
organizational cycle.

Active Ownership
A named owner and
documenter review cycle.

|

Strict Boundaries

Explicit in-scope and
out-of-scope rules.

Clear Purpose
A one-sentence

defined job.

Enterprise-Ready

Agent

Rigorous Evaluation
Tested against
expected failures.

Approved Sources
Only verified, current
organizational data.

Active Ownership
A named owner and
documented review cycle.

)

Defined Escalation
Planned routing for
uncertainty.

Structure is the difference between a demo and a deployable product.
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