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ABSTRACT

The proliferation of artificial intelligence (AI) technologies has fundamentally reshaped
organizational communication systems, offering new possibilities for automating,
augmenting, and optimizing information flows across all levels of organizational
operation. This study analyzes the use of Al in organizational communication systems,
with a focus on identifying the dimensions, applications, challenges, and strategic
implications of Al integration in operational communication. Drawing on a systematic
review of peer-reviewed literature published between 2021 and 2024, the study
synthesizes findings from multidisciplinary fields including organizational behavior,
information systems, operations management, and communication studies. The results
indicate that Al applications in organizational communication span a broad spectrum,
from natural language processing and intelligent decision-support systems to
generative Al tools and predictive analytics. Key enabling factors include leadership
commitment, organizational readiness, Al competency development, and trust
formation. Critical challenges involve ethical concerns, algorithmic bias, data privacy,
and workforce adaptation. The study proposes an Integrated AI Communication (IAC)
Framework that maps the relationships between Al capabilities, communication
processes, and organizational outcomes. Findings contribute both theoretical insights
and practical guidelines for organizations seeking to harness Al for enhanced
operational communication.

Keywords: artificial intelligence; generative Al operational communication;
organizational communication systems; Al adoption.

INTRODUCTION

Artificial intelligence (Al) has emerged as one of the most disruptive forces
reshaping organizational communication in the twenty-first century. From
natural language processing tools that automate routine correspondence to
machine learning algorithms that optimize decision-making workflows, Al is
permeating every layer of organizational communication systems. The scale and
speed of this transformation present both extraordinary opportunities and
complex challenges for organizations across all sectors (Bankins et al., 2023).

Organizational communication is the lifeblood of coordinated action. It
enables strategic alignment, operational efficiency, knowledge sharing, and
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stakeholder engagement. Traditionally, organizational communication
depended on human judgment, interpersonal interaction, and structured
information systems. However, the integration of Al into communication
processes is fundamentally altering these dynamics, introducing new actors, new
logics, and new forms of mediation into the communicative landscape
(Hohenstein et al., 2021).

Despite the growing body of research on Al in organizations, a critical gap
remains in our understanding of how AI specifically shapes operational
communication systems. Much of the existing literature focuses on Al as a driver
of strategic transformation, productivity enhancement, or product innovation
(Enholm et al., 2021; Olan et al., 2022). Less attention has been devoted to the
communicative dimensions of Al integration: how Al tools affect the content,
structure, speed, and quality of organizational communication at the operational
level (Getchell et al., 2022).

This study addresses this gap by conducting a systematic literature review
of Al applications in organizational communication systems. The research
objectives are threefold: (1) to map the landscape of Al applications in operational
communication; (2) to identify the key enablers of and barriers to effective Al-
communication integration; and (3) to develop an Integrated AI Communication
(IAC) Framework that synthesizes current knowledge and provides actionable
guidance for practitioners. The novelty of this study lies in its communication-
centered perspective on Al adoption, which complements and extends the
predominantly strategy- and productivity-focused literature.

The remainder of this paper is structured as follows. The methodology
section describes the systematic review approach. The results and discussion
section presents the key findings organized around four thematic areas. The
conclusions section summarizes the main contributions and outlines directions
for future research.

METHODOLOGY

This study employs a systematic literature review (SLR) methodology to
synthesize existing research on Al applications in organizational communication.
The SLR approach was selected for its rigor, transparency, and capacity to
integrate findings across diverse disciplinary traditions. The review protocol
followed established guidelines, including the PRISMA (Preferred Reporting
Items for Systematic Reviews and Meta-Analyses) framework (Vaccaro et al.,
2024).

The research design consists of four sequential phases: (1) search and
identification; (2) screening and eligibility assessment; (3) data extraction and
coding; and (4) thematic synthesis. This design ensures systematic coverage of
the relevant literature while maintaining analytical rigor throughout the review
proces.

A comprehensive literature search was conducted across multiple
academic databases, including Scopus, Web of Science, Google Scholar, and the
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Consensus Al research platform. The search employed a structured query
combining the following terms: 'artificial intelligence AND organizational
communication,' 'AI AND operational communication,' 'machine learning AND
business communication,' natural language processing AND organizational
systems,' and 'generative Al AND workplace communication.' The search was
restricted to peer-reviewed journal articles published between 2021 and 2024,
ensuring currency and scholarly quality.

A total of 20 studies were selected for full-text review and analysis after
applying inclusion and exclusion criteria. Inclusion criteria specified that studies
must: (1) be published in peer-reviewed English-language journals; (2) focus
explicitly on Al applications in organizational or business communication
contexts; and (3) present empirical evidence, theoretical frameworks, or
systematic reviews. Studies focused exclusively on technical Al development
without organizational or communicative application were excluded.

Data extraction followed a structured coding template capturing:
author(s), year of publication, journal, study focus, methodology, key findings,
and theoretical contributions. Thematic analysis was applied to identify
recurring themes, tensions, and gaps across the corpus. The resulting themes
were organized into a conceptual framework representing the multidimensional
landscape of Al in operational communication.

RESULTS AND DISCUSSION
A. Landscape of Al Applications in Operational Communication

The analysis of the reviewed literature reveals a rich and rapidly
expanding landscape of Al applications in organizational communication.
These applications span multiple levels of organizational operation, from
individual task support to enterprise-wide communication orchestration.
Getchell et al. (2022) provide a comprehensive mapping of Al applications
in business communication, documenting their transformative impact on
both research and teaching in professional communication fields. Their
analysis identifies three primary application domains: (1) text generation
and editing, supported by large language models; (2) conversational Al,
including chatbots and virtual assistants; and (3) communication
analytics, encompassing sentiment analysis, discourse monitoring, and
audience modeling.

Hohenstein et al. (2021) offer empirical evidence of how Al
integration in communication platforms affects language use and social
relationships within organizations. Their findings demonstrate that Al-
mediated communication leads to measurable changes in linguistic
patterns, emotional tone, and relational dynamics, with implications for
organizational culture and interpersonal trust. This research underscores
the importance of understanding Al's communicative effects beyond
efficiency gains.

At the operational level, Spring et al. (2022) examine how Al-based
systems in professional service operations simultaneously automate
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routine communication tasks and augment human communicative
judgment. Their case study evidence reveals a dual dynamic: while Al
automates standardized, high-volume communication processes, it
simultaneously creates new demands for human expertise in managing
exceptions, interpreting Al outputs, and maintaining relational quality in
stakeholder communication.

Conceptual Pipeline of Al Integration in Organizational Communication Systems

(Source: Synthesized from Getchell et al., 2022; Spring et al., 2022; Hohenstein et al., 2021)
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Figure 1. Conceptual Pipeline of Al Integration in Organizational
Communication Systems (Source: Synthesized from Getchell et al., 2022; Spring
et al., 2022; Hohenstein et al., 2021)

The emergence of generative Al tools, particularly large language models
such as ChatGPT—has added a new dimension to organizational
communication. Wamba et al. (2023) conduct an exploratory study of ChatGPT's
applications in operations and supply chain management communication,
identifying key benefits including enhanced report generation, accelerated
knowledge  synthesis, and improved stakeholder = communication
responsiveness. However, they also identify significant challenges related to
accuracy, hallucination, and accountability in Al-generated communication
content.

Jackson et al. (2024) extend this analysis through a capability-based
framework for generative Al in supply chain and operations management,
demonstrating how generative Al tools are reshaping communication across the
supply chain, from procurement negotiations to logistics coordination and
customer service. Their framework identifies three tiers of generative Al
communication capability: content creation, process orchestration, and strategic
synthesis, each with distinct implications for organizational communication
design.
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B. AI and Organizational Decision-Making Communication

A significant body of the reviewed literature addresses the
intersection of Al and organizational decision-making communication.
Cao et al. (2021) examine managers' attitudes toward Al-supported
decision-making, finding that perceptions of Al reliability, transparency,
and compatibility with existing communication norms significantly
influence adoption intentions. Their model identifies decision quality and
communication efficiency as the primary drivers of Al adoption in
managerial communication contexts.

Al-Surmi et al. (2021) demonstrate that Al-based decision-making
systems, when effectively integrated with organizational communication
workflows, can significantly improve operational performance. Their
research identifies complementarity between Al analytical capabilities
and human communicative judgment as the key success factor.
Organizations that maintain clear human oversight while leveraging Al's
data-processing power in communication systems outperform those that
adopt either fully automated or predominantly manual approaches.

Bankins et al. (2023) provide a multilevel review of Al implications
for organizational behavior, with important insights for communication
research. Their analysis distinguishes between Al effects at the individual,
team, and organizational levels, demonstrating that Al integration in
communication systems produces qualitatively different dynamics at each
level. At the individual level, Al tools alter cognitive workloads and
communicative agency; at the team level, they reshape collaborative
communication patterns; and at the organizational level, they transform
information governance and knowledge management communication.

Table 1. Summary of AI Applications in Organizational Communication
(2021-2024)

Author &
Year

Journal

AI Application
Focus

Key Communication
Finding

Bankins et al.

J. Org. Behavior

Al multilevel org

Al alters comms at
individual, team & org

(2023) behavior levels
Enholm et al. . Al & Dbusiness Al .crea.tes new
Info. Sys. Frontiers communicative value
(2021) value
streams
Olan et al . Al & knowledge Al amplifies knowledge
(2022) J. Business Research sharing communication flows

Getchell et al.

(2022)

Bus. & Prof. Comm.
Quarterly

Al in business
communication

Transformed research &
teaching landscape

Cao et al

(2021)

Technovation

Al & managerial
decision comms

Attitude & trust key for Al
comm adoption
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Author & Journal AI Application = Key Communication
Year Focus Finding
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C. Enablers and Barriers to AI-Communication Integration

The reviewed literature consistently identifies a set of enabling
conditions that determine whether Al integration in organizational
communication achieves its intended benefits. Mikalef et al. (2023)
demonstrate that AI competencies, defined as the organizational
capabilities to deploy, manage, and leverage Al systems effectively are
critical enablers of Al-driven communication performance. Their B2B
marketing focus reveals that organizations with higher AI competency
levels achieve superior communication outcomes in customer
engagement, lead generation, and service delivery.

Hasija and Esper (2022) identify trust as the most critical variable
in Al communication adoption. Their qualitative investigation reveals that
users' willingness to rely on Al-generated communication depends
fundamentally on their trust in the Al system's competence, integrity, and
benevolence. Trust formation, in turn, is shaped by the quality of Al
communication outputs, the transparency of Al decision processes, and
the organizational culture surrounding Al adoption.

Neumann et al. (2022) extend the analysis to public sector
organizations, finding that Al adoption in government communication
systems is shaped by a distinctive set of enablers and barriers. Institutional
constraints, democratic accountability requirements, and public trust
considerations create unique challenges for AI communication integration
in public organizations. Their comparative case study identifies
leadership commitment, stakeholder engagement, and phased
implementation as critical success factors for public sector Al
communication.

Na et al. (2022) combine the Technology Acceptance Model (TAM)
with the Technology-Organisation-Environment (TOE) framework to
analyze adoption of Al-mediated communication in the construction
industry, producing a nuanced account of both individual and contextual
determinants. Their study shows that classic TAM constructs, perceived
usefulness and perceived ease of use, remain central: when practitioners
believe Al communication tools materially improve task performance and
are straightforward to operate, adoption likelihood increases. Equally
important, organizational compatibility emerges as a decisive factor that
conditions whether favorable individual attitudes translate into sustained
uptake. Beyond the firm boundary, Na et al. find that environmental
influences shape sectoral trajectories: prevailing industry norms,
supply-chain practices, and regulatory requirements can either accelerate
adoption by creating incentives and standards or retard it by imposing
constraints and compliance burdens. Together, these findings imply that
successful deployment of Al communication in sector-specific contexts
depends on aligning perceived benefits and usability with organizational
readiness and external institutional conditions, suggesting that
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implementation strategies must address technical design, change
management, and regulatory alignment concurrently.

Key Enablers and Barriers to Al-Communication Integration
(Source: Synthesized from Mikalef et al., 2023; Hasija & Esper, 2022; Neumann et al., 2022; Na et al., 2022)
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Figure 2. Key Benefits of Al Integration in Organizational Communication
Systems (Source: Synthesized from literature review, 2025)

D. The Integrated AI Communication (IAC) Framework

Drawing on the synthesis of the reviewed literature, this study
proposes the Integrated AI Communication (IAC) Framework as a
conceptual tool for understanding and designing Al integration in
organizational communication systems. The IAC Framework is organized
around four interdependent components: (1) Al Capabilities Layer, (2)
Communication Process Layer, (3) Human-Al Interface Layer, and (4)
Organizational Outcomes Layer.

The AI Capabilities Layer encompasses the technological
foundations of Al-driven communication, including natural language
processing, machine learning, predictive analytics, and generative Al. Ooi
et al. (2023) provide extensive evidence of the cross-disciplinary potential
of generative Al, demonstrating that large language models can perform
sophisticated communication tasks —from drafting complex reports to
facilitating multilingual organizational communication —with increasing
proficiency. Varriale et al. (2023) complement this by documenting how
Al integration with cutting-edge technologies such as robotics, IoT, and
digital twins is reshaping manufacturing communication systems.

The Communication Process Layer maps how Al capabilities are
deployed across specific organizational communication processes,
including internal reporting, knowledge management, customer
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communication, supply chain coordination, and stakeholder engagement.
Olan et al. (2022) provide empirical evidence that Al integration in
knowledge-sharing processes significantly amplifies organizational
learning and innovation communication, contributing directly to
performance outcomes. The Communication Process Layer also
encompasses the communicative norms, protocols, and standards that
govern Al deployment in organizational contexts.

The Human-AlI Interface Layer addresses the critical dimension of
how humans and Al systems interact in organizational communication.
Vaccaro et al. (2024) provide a systematic review and meta-analysis
demonstrating that human-Al combinations are most effective in specific
task contexts characterized by high information volume, time pressure,
and complexity. Their findings suggest that the optimal human-Al
communication interface is context-dependent, requiring careful design
and ongoing adjustment. Shafiabady et al. (2023) extend this by
demonstrating that Al systems can predict organizational agility, enabling
more proactive and adaptive communication strategies.

The Organizational Outcomes Layer identifies the performance
dimensions that Al-driven communication is expected to influence.
Enholm et al. (2021) conduct a comprehensive literature review
establishing the theoretical pathways through which Al creates business
value, including communication efficiency, decision quality, innovation
capacity, and competitive differentiation. Benbya et al. (2021) add an
information systems perspective, emphasizing that the value of Al in
organizational communication is realized through complex sociotechnical
processes that require careful management of both technical and human
dimensions.

Table 2. Integrated AI Communication (IAC) Framework: Components
and Implications

IAC Framework  Key Al Technologies Communication Implications
Layer
Al Capabiliies NLP, LLMs, Machine ‘‘utomates — text - generation,
. . sentiment analysis, and multilingual
Layer Learning, Generative Al -
communication at scale

Al workflow engines, Optimizes internal reporting,

Communication Knowledge knowledge sharing, stakeholder

Process Layer

management Al, CRM
Al

communication, and supply chain
coordination

Decision support .
pp Shapes cognitive workload, trust
Human-Al Interface systems, Al  writing . . .
. formation, relational quality, and
Layer assistants, o
. communicative agency
Conversational agents
Organizational Al analytics, Drives efficiency gains, decision
Outcomes Layer Performance quality improvement, innovation
9
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IAC Framework  Key Al Technologies Communication Implications
Layer

dashboards, Predictive capacity, and competitive
models differentiation

Source: Author's synthesis from reviewed literature (2025)

The IAC Framework advances understanding by providing an
integrative lens that connects technological capabilities with
communicative processes, human dynamics, and organizational
outcomes. Unlike existing frameworks that focus primarily on Al as a
productivity tool, the IAC Framework foregrounds the communicative
dimensions of Al integration, recognizing that organizational
communication is not merely a vehicle for information transfer but a
constitutive process through which organizations create meaning, build
relationships, and coordinate action (Ashta & Herrmann, 2021).

CONCLUSION

This study has examined Al applications in organizational communication
systems through a systematic review of 20 peer-reviewed studies published
between 2021 and 2024. The findings demonstrate that Al is fundamentally
transforming operational communication across all organizational levels, from
task automation to strategic decision support. The proposed Integrated Al
Communication (IAC) Framework synthesizes the key dimensions of this
transformation, identifying four interdependent layers: Al Capabilities,
Communication Process, Human-Al Interface, and Organizational Outcomes.
Effective = Al-communication integration requires strong leadership,
organizational Al competency, and carefully designed human-AlI collaboration
models that preserve communicative quality and relational trust.
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