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ABSTRACT

Generative artificial intelligence (Al) creates new opportunities and ethical challenges for
institutional communication, especially in public administrations, where adoption remains more
limited than in the private sector. This article examines Al use, professional perceptions, and
structural barriers in public institutional communication through a case study of Castilla y Leon.
The study uses a mixed-methods design that combines a semi-structured questionnaire sent
to 60 institutional communication offices, with a 93% response rate, and five interviews with
institutional communication officers. The quantitative analysis uses descriptive techniques, while
the qualitative analysis draws on open coding and thematic analysis. The findings reveal limited
training in digital competencies, the absence of regulatory frameworks, dependence on external
technological solutions, and internal organizational disconnection. Based on these results, the
article proposes a protocol for the responsible use of Al in institutional communication, including
ethical, organizational, and training recommendations.
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Generative artificial intelligence in public institutional communication offices

INTRODUCTION

Generative artificial intelligence (Al) has gained increasing prominence in professional
settings, especially in fields related to information management and communication (Garcia-
Orosa et al., 2023; Duque Rengel & Puertas-Hidalgo, 2024). In public administrations, its
incorporation involves more than technological adaptation. It also creates an institutional
challenge that requires administrations to reconsider the principles that guide public action
in a context shaped by automation and algorithmic decision-making (Busuioc, 2021). As in
other areas of public administration, digitalization and the use of intelligent technologies in
institutional communication require ethical management that protects accountability and
citizen trust. Campos Acufa (2023) and Vatamanu and Tofan (2025) emphasize the importance
of ethical and legal frameworks for ensuring institutional transparency and preserving public
credibility during administrative digital transformation. The central issue, therefore, does
not concern whether public organizations can implement Al tools, but under what conditions
they can do so ethically, strategically, and consistently with public service values.

Although the private sector has begun to adopt Al rapidly, driven by efficiency and
competitiveness criteria (Muck Rack, 2025), public administrations have moved more slowly.
Hierarchical structures, regulatory restrictions, limited specialized training, and organizational
cultures less open to change all shape this slower adoption (Gil-Garcia, Dawes, & Pardo,
2018; Sebastido, 2020). This gap between the private and public sectors reflects more than
technological delay. It also reveals a deeper difference in institutional logic. The use of Al in
the institutional communication of public administrations raises challenges that exceed the
technical dimension because it directly affects principles such as transparency, accountability,
and equity (Criado, 2021; Garcia-Orosa et al., 2023). In communication, Al offers opportunities
for task automation, content personalization, and improved accessibility. At the same time,
it creates risks related to algorithmic opacity, bias reproduction, and the dehumanization of
institutional messaging (Ventura, 2021; Garcia-Orosa et al., 2023). These tensions reinforce the
need for ethical and organizational frameworks that guide responsible use.

This article examines these issues through a case study of Castillay Leon, an autonomous
community characterized by territorial dispersion and significant organizational and
communicative heterogeneity. This context allows the study to analyze in detail the potential,
resistance, and contradictions that public communication offices face when they consider
adopting generative Al. The value of the case study does not lie in any claim of universal
representativeness. Rather, it lies in its capacity to examine a specific institutional context
in depth and identify interpretive insights that may inform future research. From this
perspective, the study pursues two objectives: first, to evaluate current Al use, professional
perceptions, and structural barriers; and second, to formulate an ethical, realistic, and
professional implementation proposal that may serve as a reference for other territorial
contexts undergoing digital transformation.

In this article, the terms institutional communication and public communication refer
specifically to the institutional communication of public administrations: the communicative
activity through which public bodies inform, connect with, and account to citizens. Within this
framework, public communication offices and communication offices refer to the professional
structures responsible for managing this communication within public administrations.
Based on this conceptual delimitation, the theoretical framework first examines the digital
transformation of these offices and then addresses the ethical principles that should guide
the use of artificial intelligence.
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THEORETICAL FRAMEWORK
Institutional Communication in the Process of Digital Transformation

Institutional communication is undergoing a process of transition as public organizations
adapt to artificial intelligence (Russell & Norvig, 2004). The expansion of the Internet and
the widespread use of social media had already transformed this field by displacing vertical
information models and encouraging more transversal and bidirectional systems, which
play an essential role in building citizen trust and institutional legitimacy (Zabala, Lorenzo-
Sola, & Gonzalez-Pacanowski, 2022; Crespo, Rojo Martinez et al., 2023). In this new paradigm,
communication offices—and especially those within public administrations—no longer only
inform. They must also listen, adapt, and explain political decisions in a digitally saturated
and rapidly changing environment shaped by complex ethical implications (Flondor
and Apanovich, 2024; Koli¢ Stani¢ and Stani¢, 2024), including the need to improve data
management (Ouskou & Aissaoui, 2024).

Artificialintelligence now intensifies this transformation of the communication ecosystem.
Generative Al, which relies on algorithms that allow systems to learn, classify, predict, and
make decisions, reshapes content production routines in both journalistic and institutional
contexts (Lammers, 2011; Duque Rengel & Puertas-Hidalgo, 2024). Its capacity to draft
outlines, synthesize documents, create graphic content, and personalize messages changes
professional work routines and creates new possibilities. However, its use also entails risks,
includingthe loss of editorial judgment, the automation of biases (Ventura, 2021), and changes
in the relational dynamics through which people interact with technologies, themselves, and
others (Guzman & Lewis, 2020).

In the communication of public administrations, Al primarily affects the automation of
communicative processes, from algorithmic audience segmentation to the systematization
of institutional responses and the real-time personalization of messages (Delgado et al,,
2024). Through machine learning algorithms, Al allows organizations to analyze large volumes
of data, identify behavioral patterns, and adapt communication strategies dynamically and
predictively. As Garcia-Orosa et al. (2023) argue, algorithms no longer function merely as
technical tools. They become communicative actors that mediate the relationship between
institutions and citizens.

Despite the importance of informational and communicative management in public
institutions, most recent research on Al adoption in communication focuses on the media sector
and the traditional functions of journalism. These studies analyze Al's impact on newsrooms,
professional routines, and media companies (Tejedor et al., 2025; Tafez-Lopez, Toural-Bran,
& Valdiviezo-Abad, 2019; Sanchez-Garcia et al., 2023). They identify usage patterns, potential
benefits, and ethical risks associated with the automation of information tasks, as well as the
transformations that Al introduces into content production and distribution (Forja-Pefa et
al,, 2024; Garcia-Orosa et al., 2025). Recent systematic reviews also confirm growing scholarly
interest in Al applied to communication, although this interest remains concentrated on media
analysis and largely excludes the institutional sphere (Pilo Garcia et al., 2024).

In this context, the use of Al in communication departments and offices remains
underexplored in Spain, even though relevant international references exist. Sebastido (2020),
for example, analyzes how communication and public relations professionals perceive the
incorporation of Al into their work. Chen et al. (2024) examine the use of Al chatbots in public
organizations and show that most research lacks a multidimensional perspective capable of
explaining the adoption and implementation of Al in governmental institutions.
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The literature review identifies two central shortcomings: limited training in digital
competencies among professional teams and insufficient definition of responsibilities
associated with the use of new technologies in organizational settings. This article addresses
these gaps by offering an empirical analysis of public communication offices in Castilla y
Leon and by proposing a normative framework for the ethical and strategic implementation
of Al in this field.

Ethical principles for the use of Al in the public sector

The use of artificial intelligence in public administrations raises risks that international
organizations such asthe European Union have already identified. The White Paper on Artificial
Intelligence (FEuropean Commission, 2020) warns that Al systems may affect the application
of norms designed to protect fundamental rights, including privacy, data protection, non-
discrimination, legal certainty, and civil liability.

Several regulatory frameworks have attempted to address these challenges. UNESCO
(2021) proposes universal principles such as human oversight, algorithmic transparency, and
equity. The OECD (2019) promotes reliable and human-centered Al. The European Al Act (2024)
classifies certain uses in the public sector as “high risk” and requires specific safeguards.
In Spain, the Digital Rights Charter (2021) recognizes the right to human intervention in
automated decisions and the right to know whether a machine has generated content.

Along these lines, Criado (2021) argues that the use of Al in public administration requires
a solid institutional framework to ensure alignment with democratic values. Although his
analysis does not focus specifically on communication, it has direct relevance for this field
because institutional communication constitutes the link between public institutions and
citizens. Similarly, Calvo (2019) examines the ethical implications of datafication in the
public sphere and highlights the risks of a democracy sustained by algorithms. In the media
context, Forja-Pefa et al. (2024) also warn that automation should not displace journalists’
professional judgment, but should instead function as a complementary resource that
strengthens information quality.

For these reasons, the institutional communication of public administrations must
incorporate principles of responsible algorithmic governance that combine technological
efficiency with democratic values such as transparency, accountability, and respect for
digital rights. However, current regulatory frameworks do not specifically address the
everyday realities of public communication offices, which reinforces the need for sector-
specific ethical protocols. The dehumanization, automation, or irresponsible use of Al may
negatively affect democratic quality and citizen trust in institutions. In the European context,
Papakyriakopoulos et al. (2018) analyze the impact of political data processing in Germany
and argue that the absence of specific regulation on algorithmic use in communicative
campaigns can erode information equity and institutional oversight. Their work reinforces
the idea that Al is not neutral: without ethical protocols, it may become a tool of institutional
manipulation. This concern legitimizes the proposal of an ethical protocol for public
communication offices, where communication must remain transparent and equitable.

The ethical implications of Al in communication also extend beyond formal regulation.
Castellanos-Claramunt (2019) argues that algorithmic systems can directly affect political decision-
making processes. These tools may support more rational and efficient decisions, but if they displace
human judgment, they may weaken the ethical and collective dimension that gives meaning to the
public sphere (Innerarity, 2021). Human, deliberative, and responsible judgment therefore remains
essential to ensuring that the institutional communication of public administrations fulfills its
democratic function rather than becoming a merely automated practice.
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Organizational and professional challenges in the adoption of Al in public
communication offices

The incorporation of artificial intelligence into institutional communication forms part
of a broader process of administrative modernization driven by public-sector digitalization.
Over the past two decades, public administrations have advanced toward e-administration
models designed to improve efficiency, accessibility, and transparency in their relationship
with citizens (Criado & Gil-Garcia, 2013). This transformation has affected administrative
services and procedures, but it has also reshaped institutional communication structures
and functions.

In the current context, Al represents a qualitative shift. Public administrations no
longer only informatize or digitalize processes. They also integrate technologies capable
of automating decisions, generating content, and adapting messages in real time. As the
European Commission (2020) has warned, this transformative capacity carries far-reaching
ethical, organizational, and social implications, especially when applied to sensitive areas
such as public communication.

From the perspective of institutional communication, several authors agree that
digitalization can strengthen core principles such as public service, transparency,
accountability, and citizen participation. Yet digitalization can also put these principles at
risk when institutions implement it without ethical oversight, adequate competencies, or
clear regulatory frameworks. Almansa (2008) had already warned that public communication
offices often used digital technologies in a limited and merely instrumental way, focusing on
administrative tasks rather than communication strategies. Despite some progress, many of
these patterns persist today in the use of Al.

In a similar line, Rosa de Bustos (2012) argued that communication offices needed to move
toward more open and bidirectional models based on active listening. Al could support this
goal by enabling the analysis of large volumes of data and the personalization of messages.
However, these tools may also reinforce opaque practices if institutions automate discourse
without oversight or use personalization for propagandistic purposes (Torres-Toukoumidis,
Leon-Alberca, & de la Garza Montemayor, 2024).

Recent studies on the professionalization of public communication offices in Spain,
especially at the municipal level, reveal structural limitations that directly affect Al adoption.
Lopez Rodriguez (2022) identifies a dual gap: the absence of specialized personnel in many local
administrations and a limited culture of communication innovation. These shortcomings hinder
both the responsible adoption of Al tools and their basic integration into institutional routines.

Finally, although no specific public data exist on the use of Al in public-administration
communication offices, the reports of the Asociacion de la Prensa de Madrid (2023 and 2024)
show that implementation among communication professionals as a whole remains limited
and experimental. This shortcoming, together with scarce specific regulation in the public
sphere, reinforces the need for empirical studies such as the present one and for applicable
proposals such as the ethical protocol developed here.

The central question, then, is whether the incorporation of Al into public communication
offices depends not only on access to appropriate tools but also on organizational
conditions and professional competencies. As Duque Rengel and Puertas-Hidalgo (2024)
note, this process requires attention to the training of communication professionals and
the strategic management of new technologies. It also requires recognition that public
communication offices operate under diverse local conditions, including territorial structure,
available resources, personnel profiles, organizational models, and institutional political
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cultures. Santaella (2012) reminds us that all technological mediation occurs within specific
historical, social, and cultural contexts, with particular forms of perception, appropriation,
and resistance that require context-sensitive approaches.

In regions such as Castilla y Leon, which has notable geographic dispersion, variable
institutional density, and unequal resource allocation, the risks of automation become more
pronounced. For this reason, Al implementation requires a realistic approach grounded in
specific institutional conditions, as this study seeks to demonstrate.

METHODOLOGY

This study examines the degree of adoption, uses, and barriers that public-
administration communication offices face when integrating artificial intelligence tools,
with Castilla y Leon as the case study. The research addresses four questions: What actual
use do public-administration communication offices make of artificial intelligence? What
professional profiles are emerging as Al enters this field? What training, organizational, or
ethical barriers hinder effective implementation? What elements should a protocol include
to ensure responsible Al use in this context? The study starts from the hypothesis that Al
implementation in public institutional communication remains incipient and depends on
structural factors such as limited specialized training, the absence of ethical protocols, and
organizational rigidity.

To address these questions and test the hypothesis, the research uses a mixed-methods
design that combines a quantitative descriptive approach with a qualitative exploratory
component. This methodological combination enables data triangulation and offers a
comprehensive understanding of the object of study. Hernandez Sampieri et al. (2014)
emphasize the usefulness of mixed designs for analyzing complex social phenomena because
they capture both the objective and subjective dimensions of social processes. In this case,
the mixed design makes it possible not only to identify general trends in Al use in public-
administration communication offices, but also to understand the perceptions, resistance,
and cultural conditions that explain its limited adoption.

In the quantitative phase, the study follows a census design addressed to all institutional
communication offices in Castilla y Leon that met the inclusion criteria. The census included
public administrations whose leadership derives from electoral political processes; that is,
institutions that represent citizens and whose communication has a public dimension. Under
this criterion, the study population included the regional executive branch (Presidency,
departments, and territorial delegations), the Cortes of Castilla y Ledn, the Government
Delegation and its provincial subdelegations, provincial councils, municipalities with more
than 20,000 inhabitants, and politically defined autonomous bodies such as the Procurador
del Comin (Ombudsman) and the Consejo de Cuentas (Court of Auditors). The study excluded
institutions whose management does not derive from political elections, such as universities
and the justice administration. Based on this delimitation, the sample consisted of 60
communication offices, all of which received the questionnaire designed for the fieldwork.

The questionnaire was distributed electronically through an online form between
November 2024 and January 2025. During this period, the research team sent personalized
remindersto maximize participation. The study obtained 56 complete and valid questionnaires,
corresponding to the response rate reported in the manuscript. The questionnaire included
sociodemographic variables, such as age, gender, and education; professional variables,
such as position, experience, and level of responsibility; and specific variables on Al use,
including tools used, frequency of use, type of tasks, training received, perceived barriers,
and knowledge of ethical principles.
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The respondent profile shows a predominantly female composition, with 41 women and
15 men. Most respondents belonged to the 30-49 age range (30 cases) or the 50-59 age
range (19 cases). The sample also shows a professional profile linked mainly to positions
of responsibility in communication departments, especially press chiefs. Most respondents
had more than ten years of experience in institutional or corporate communication. These
characteristics allow the responses to be interpreted as coming primarily from professionals
with direct knowledge of how the analyzed offices operate.

The questionnaire design followed criteria of clarity, relevance, and internal coherence
between the study objectives and the dimensions of analysis, in order to examine this social
reality systematically through survey research (Vinuesa, 2005). The questionnaire included
four main dimensions: the degree and frequency of Al tool use, the types of tasks in which
respondents apply Al, the tools used, and perceptions regarding the training needed for Al
incorporation. The questionnaire combined closed single-response and multiple-response
questions with open-ended questions designed to nuance the responses and collect
qualitative assessments. Table 1 presents the main dimensions and questions included in

the questionnaire.

Table 1. Questionnaire design on Al use

Category

Question statement

Question type

Adoption and
frequency of Al use

Adoption and
frequency of Al use

Applications and
uses of Al

Applications and

Has Al been integrated into the
office’s daily tasks?

How frequently do you use Al tools
in your work?

For which tasks do you use Al?
Press releases, audiovisual
content, social media, speeches,
interviews, reports, emails,
clipping, etc.

What are the main applications of

Closed dichotomous
question: Yes / No / Don't
know

Ordinal scale: Never,
sporadically, frequently,
always

Closed multiple-choice
question

Closed multiple-choice

uses of Al Al in your communication office? question

Category Question statement Question type

Al tools What Al tools does your office use? Closed multiple-choice
ChatGPT, Copy.ai, Copilot, Gemini,  question with an open
Prezi, other tools, or none. “other” option

Training in Al Have you received specific training Closed dichotomous
in Al applied to communication? question: Yes / No

Training in Al Do you consider your training Ordinal scale: Not at all
sufficient to use Al tools in your sufficient to very sufficient
work?

Training in Al What additional training needs do  Open-ended question

you identify regarding Al use?

Source: authors’ elaboration.
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In parallel, the qualitative phase used semi-structured interviews with an intentional
sample of five heads of communication at different levels of public administration in Castilla
y Ledn: local level (Valladolid City Council), provincial level (Provincial Council of Valladolid),
regional executive level (Junta of Castilla y Ledn), regional parliamentary level (Cortes of
Castilla y Leon), and peripheral State level (Government Delegation in Castilla y Leon).
The selection followed the principle of strategic relevance (Maxwell, 2013), with the aim of
including profiles with decision-making capacity regarding the incorporation of technological
tools and direct experience in team management and communication strategy.

The interviews lasted approximately 60 minutes and took place in person, according
to participant availability. After receiving prior information about the study, participants
authorized the recording of the interviews to facilitate analysis. The research team fully
transcribed the interviews. In all cases, the study guaranteed informed consent and restricted
the use of the data to research purposes.

The interview design followed Vargas Jiménez (2012), who defines the qualitative interview
as a flexible technique suitable for capturing the meanings that subjects attribute to their
experiences. In this study, the interviews explored perceptions, expectations, and barriers
related to Al use in public institutional communication. Table 2 presents the interview
questions related to Al.

Table 2. In-depth interview questions related to Al

Category Question statement Question type
Applications and uses What impact have new technologies, particularly Open-ended
of Al social media and artificial intelligence, had on  question

the relationship between the office and the

media?
Perception and impact Do you consider that Al can improve the Open-ended
of Al on institutional  effectiveness of the work carried out by your question
communication office or contribute added value to it?
Training in Al Do you consider that your departmentisupto  Open-ended

date on existing Al tools and that it implements question
them adequately?

Source: authors’ elaboration.

For the quantitative analysis, the study uses descriptive statistical techniques, including
frequencies and means, to identify general trends and simple relationships between
variables. The research team also reviewed and grouped the questionnaire’s open-ended
responses thematically, which made it possible to identify recurring discursive patterns and
compare them with the trends observed in the quantitative data.

For the qualitative analysis, the study applies thematic analysis to the questionnaire
responses and interviews, supported by open and inductive coding, as proposed by Codina
(2020). Codina recommends the construction of thematic matrices to identify patterns of
meaning in discourse. The research team built the emerging themes through an inductive
coding process based on recurrences, convergences, and differences in participants’
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discourses. The three authors coded the material and jointly reviewed the results to
strengthen interpretive consistency. The study reinforced analytical validity through
triangulation between questionnaire and interview results and by contrasting the findings
with the specialized literature reviewed in the theoretical framework. The quantitative phase
identified general trends in Al use, perceptions, and barriers, while the qualitative phase
deepened the interpretation of those trends and contextualized the findings (see tables 3
and 4). Both phases worked complementarily, so that the interviews expanded and nuanced
the survey results.

Table 3. Themes and patterns on Al use identified in the questionnaires

Main theme Identified patterns Offices
Unequal Al Most offices report no Al Comarcal Council of El Bierzo, Government
adoption use. Some report minimal Delegation in Castilla y Leon, Procurador

or occasional use, and only  del Comin, several departments of the

a few indicate general and Junta of Castilla y Ledn, Provincial Council

habitual integration. of Valladolid, and city councils such as
Zamora, Soria, San Andrés del Rabanedo,
and Medina del Campo.

Applications Offices mainly apply Al Several departments of the Junta of

of Al to press releases and Castilla y Leon, Government Delegation,
communiqués, dossiers and  city councils, and Provincial Council of
clipping, reports, and social  Valladolid.
media content.

Specific tools ChatGPT predominates. Mainly Junta of Castilla y Leon,
Respondents also mention Prezi Provincial Council of Valladolid,
Al, Ideogram, and Copilot/Bing  Procurador del Comin, and city
Chat Enterprise sporadically. councils.

Resistance or Frequent responses such as  Generalized across most departments,
absence of use  “none” or “no tool” reflect except the cases noted above.

the lack of structural Al

integration in most offices.

Source: authors’ elaboration.

The patterns identified in the questionnaires and interviews structure the presentation
of the results. This organization makes it possible to group the findings around common
themes, compare them with previous research, and formulate recommendations aimed at
the professionalization of communication offices in the context of artificial intelligence.

Table 4. Themes and patterns on Al use and new technologies identified in the interviews

Main theme Identified patterns Offices
Unequal Social media functions as a basic ~ Valladolid City Council,
implementation of tool; modernization remains Cortes of Castilla y Leodn,
technologies partial; access to resources Government Delegation,

and personnel varies across Provincial Council, and

institutions. Junta of Castilla y Leon.
Lack of digital Most offices lack formal strategic ~ Valladolid City Council,
planning plans or digital protocols. Government Delegation,

and Provincial Council.
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Main theme Identified patterns Offices
Training gap in digital Offices show shortcomings in Government Delegation,
tools and Al specific Al training; learning tends  Provincial Council, Cortes of
to be self-taught or reactive; Castillay Leon, and Junta of
interest in training is growing. Castilla y Leon.
Al applied to auxiliary Offices use Al occasionally for Junta of Castilla y Leon.
tasks information searches or technical

assistance through tools such as
Copilot and ChatGPT, but not for
institutional drafting.

Critical assessment of Participants recognize Al's Junta of Castillay Leon and
Al use potential but express caution Provincial Council.
regarding privacy, ethics, and
information quality.

Digitalization and Offices report progress in process Junta of Castilla y Leon and
organizational automation, paper reduction, and  Provincial Council.
innovation professionalization of audiovisual

content.

Source: authors’ elaboration.

RESULTS

The results are organized into six analytical dimensions: 1) degree of Al adoption; 2) tasks
and tools used; 3) professional user profile; 4) barriers to adoption; 5) opportunities for
innovation; and 6) good practices. The presentation of the quantitative data is complemented
by qualitative evidence from the interviews, which enriches the interpretation of the findings
within the context of public communication offices. The section closes with a comparison
between the public and private sectors, which situates the findings within a broader
professional framework.

Unequal adoption of Al in public offices

The questionnaire results show that the integration of artificial intelligence into the
public communication offices of Castilla y Ledn remains limited. Only 11% of respondents
report general or habitual use of Al tools, while 38% report sporadic or experimental use. By
contrast, 51% state that they have never used these tools (Figure 1). This pattern corresponds
to the early stages of technological diffusion, in which innovators and early adopters coexist
with a large group of non-users or late adopters (Rogers, 2003).

The in-depth interviews confirm this trend. The representative of the Junta of Castilla y
Leon states that Al “has not yet been fully incorporated into the work of the office, since its
use is punctual and is very conditioned by the nature of institutional information.” Similarly,
the representative of the Provincial Council of Valladolid acknowledges that the institution
does not yet use Al extensively, although it has begun internal training because staff members
recognize that Al will become “necessary.”
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Figure 1. Level of Al adoption in public offices

Percentage of responses

51

m Regularuse m Occasional use No use

Source: authors’ elaboration.

Al tools and uses

Al use in the public communication offices of Castillay Leon concentrates on a limited set
of tasks (Figure 2). Offices mainly use Al to draft outlines for press releases and communiqués,
edit institutional texts, prepare social media content, and conduct preliminary data analysis.
These uses remain mostly auxiliary and occasional, and they do not yet form part of integrated
communication planning or consolidated workflows.

Regarding specific tools, respondents most frequently mention ChatGPT, Canva,
Grammarly, and Copilot, with ChatGPT clearly predominating as a support tool for text
generation. The questionnaires also include isolated references to graphic design programs
with Al functions and to applications linked to the Microsoft ecosystem.

The interviews reinforce this pattern. The Director of Communication of the Junta reports
using Copilot regularly “to manage email and locate data among thousands of documents in
seconds.” However, this respondent also emphasizes that Al “does not substitute the drafting
of speeches or institutional notes, which require absolute control of the message.” Similarly,
the press chief of the Provincial Council of Valladolid explains that Al training experiences
focus mainly on the management of digital content and social media, although these
practices remain experimental.

RES n.2 35 (3) (2026) a307. pp. 1-24. ISSN: 1578-2824
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Figure 2. Most common communicative tasks performed with Al

Level of use
Data analysis

Drafting

Social media

Textediting

Press releases

o

10 20 30 40 50 60 70 80

Source: authors’ elaboration.

User profile

The analysis by age and sex shows that habitual Al use in the public communication
offices of Castilla y Ledn concentrates in two profiles. The first consists of men aged 20-29,
who show the highest relative proportion of use, although this subgroup has a very small
sample base, with only two responses. The second consists of women aged 30-49 and 50-59,
who represent the largest absolute number of habitual users.

By contrast, respondents aged 60 or older report no Al use, which confirms a generational
gap in adoption (Figure 3). This pattern aligns with the literature on technological adoption
and organizational change in the public sector (Criado et al., 2025).

The interviews support this finding. Heads of communication offices indicate that age
and professional trajectory influence the willingness to experiment with Al. As the Director
of Communication of the Junta notes, “profiles with more experience in traditional offices do
not adapt at the same pace as young professionals trained in digital environments.” Along the
same lines, the press chief of the Provincial Council of Valladolid states that “younger teams
show a greater predisposition to try these tools, while at the highest levels of responsibility
caution and resistance persist.”

RES n.2 35 (3) (2026) a307. pp. 1-24. ISSN: 1578-2824
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Figure 3. Use of Al in public offices, by age group and sex

Percentage of use within each group

260, Male

=60, Female

50-59, Male

50-59, Female

30-49, Male

30-49, Female

20-29, Male

20-29, Female

0 20 40 60 80 100 120

H Minimal use (%) Regular use (%) M®Nouse(%) ™Idonotknow (%)

Source: authors’ elaboration.

Barriers to adoption

The results identify several obstacles that limit the integration of Al tools into public
communication offices. The barrier most frequently mentioned by questionnaire participants
is the lack of specific Al training, reported by 51% of respondents. This result points to an
urgent need for technical and professional training. Respondents also identify staff shortages
and the overload of routine tasks as barriers that prevent offices from incorporating new
work dynamics (Figure &).

The questionnaires also show that most offices lack protocols or guidelines for the ethical
use of Al. Specifically, 87% of respondents state that their office does not have an internal
regulatory framework, and 62% report that they are unaware of external ethical references
applicable to their work. This absence of guidance increases uncertainty and reinforces
resistance to change. In addition, 56% of participants state that their institution does not
have a formal communication plan, which confirms the prevalence of a reactive work model
centered on urgent communication management and marked by limited room for innovation
or strategic planning.

The interviews complement these findings by showing that the organizational culture of
public communication offices remains shaped by caution and distrust toward automated
processes. This culture slows the systematic adoption of Al in public institutional settings.
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Figure 4. Main barriers to Al adoption

Percentage of mentions

m Lack of training = Lack of resources = No protocols = Reactive model = Distrust

Source: authors’ elaboration.

Opportunities for innovation and future development

Although Al adoption remains limited, the results also reveal signs of openness toward
future integration. Among the departments that reported not having integrated Al into the
office’s daily tasks, nearly eight out of ten identified Al knowledge as one of the additional
training needs required to improve their workThis finding confirms that the lack of technical
training constitutes the main barrier to adoption.

The tools cited in the daily work of public communication offices include ChatGPT, Prezi Al,
Ideogram, and Copilot. These references suggest an initial exploration of different applications
that have gained popularity among communication professionals and general users.

The interviews add nuance to the questionnaire results. Heads of communication offices
recognize that Al may become an added-value resource, but they also emphasize that its
use still depends on trust and training. The Head of Communication of the Junta of Castillay
Leodn states that “artificial intelligence can help us in very mechanical tasks, such as clipping
or reports, because it streamlines processes and leaves more time for the strategic.” By
contrast, the Director of Communication of the Government Delegation in Castilla y Leon
states, “l would not trust an Al system to prepare an institutional speech, because it does not
offer guarantees regarding reliability or control of the message.” The press chief of Valladolid
City Council similarly notes that “in the future Al will be indispensable; the problem is that
we still do not have sufficient training or clear protocols to apply it in public communication.”
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Good practices

The analysis of the sample shows that good practices in the planned implementation
of artificial intelligence in the institutional communication offices of Castilla y Leon remain
scarce and incipient.

The Provincial Council of Valladolid constitutes the only notable exception. This institution
has launched an internal Al training program specifically directed at its communication office.
The program seeks to professionalize staff in the use of Al tools for digital content management
and social media optimization. This proactive and training-oriented approach represents the
only case in the sample that shows specific planning and training for Al adoption.

The rest of the institutions analyzed show either no Al use or only incipient use. Most
offices lack defined plans for Al integration and do not have specific training measures,
except for the case noted above.

Overall, the surveys and interviews provide a detailed map of the current state of Aladoption
in public communication offices. The results reveal significant differences among institutions in
uses, levels of knowledge, and professional attitudes. This panorama provides the basis for the
discussion of the implications of these findings in relation to the study objectives.

Comparative analysis of Al Use in the public and private sectors

To contextualize these results, this study compares the findings with available data from
the private sector, where Al adoption shows substantially higher levels. This comparison
does not seek to establish a direct empirical equivalence. Rather, it situates the case-
study findings within a broader framework that helps interpret the gap between private
corporate logic, which tends to favor innovation and responds to competitive pressure, and
public institutional logic, which tends to operate with greater caution, stronger regulatory
constraints, and a lower orientation toward technological leadership (Criado, 2021; Chen et
al., 2024; DIRCOM, 2025).

The comparison draws on several recent professional reports recognized in the field of
communication (figure 5). These include State of Al in PR—January 2025, published by Muck
Rack; the European Communication Monitor 2024/25, coordinated by Zerfass et al. with the
support of EUPRERA and EACD; the DIRCOM 2021-2022 Survey and the DIRCOM 2025 Report,
both produced by the Asociacion de Directivos de Comunicacion; and PR2030: The Future
of Global Communications, published by Newgate Communications (2025). These reports
come from organizations with extensive experience monitoring professional trends, which
makes them useful references for situating the Castilla y Ledn findings within a wider
comparative framework.

The Muck Rack (2025) report indicates that 75% of public relations professionals already
use Al tools regularly in their daily work, which reflects strong penetration in the international
corporate sector. By contrast, only 11% of respondents in the public communication offices
analyzed in this case study report habitual Al use.

The European Communication Monitor 2024/25 confirms this trend in the European context.
It shows that generative Al has spread among communication departments and agencies,
whereas the public offices of Castilla y Ledn report only sporadic use. Specifically, the report
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indicates that more than 55% of European communication departments use Al to analyze public
perceptions, monitor media coverage, and assess the tone of information. In addition, 44.8%
use Al to stimulate creative processes, including outline generation, real-time translation, and
conceptual support for executive speeches (Zerfass et al., 2024, pp. 26-27).

Although these reports cover different geographic contexts (the United States in the case
of Muck Rack and Europe in the case of EUPRERA), they point in the same direction: the
normalization of Al use in private-sector communication practice.

Figure 5. Al adoption: public sector vs. private sector

Usage percentage and type of use

90
80
70
60
50
40
30
20

10

Regular use  Occasional use Content Draft writing Editing Monitoring /
ideation analysis

M Private sector (%) M Public sector (%)

Source: authors’ elaboration.

The difference between the public and private sectors also intersects with a geographic
gap in Al implementation. In Spain, the DIRCOM 2021-2022 Survey shows that 63% of
communication professionals have used Al at some point, although only 21% use it habitually.
This finding suggests a more preliminary stage of development compared with more advanced
international markets, especially in Anglo-Saxon contexts, where Al has become more fully
integrated into communication processes. In addition, the DIRCOM 2025 Report identifies the
effective incorporation of artificial intelligence as one of the main strategic challenges for
communication management in the coming years, confirming the general perception that the
sector remains in transition toward full adoption.

The specific applications of Al also differ across sectors. In the private sector, professionals
use Al primarily for content ideation (82%), draft writing (72%), editing (70%), information
searches (59%), and the preparation of social media messages or press releases (50%) (Muck
Rack, 2025). In Spain, the Asociacion de la Prensa de Madrid (2024) reports that the most selected
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uses include social media content management (51%), image or multimedia creation (51%),
corporate website updates (30%), and press release drafting (22%). Although the Spanish report
includes communication professionals from both the private sphere and public institutions, its
sample composition and chapter focus make it a useful reference for corporate-sector behavior
in Spain. These patterns contrast with the public context, where Al use concentrates mainly on
drafting support and monitoring tasks and shows little diversification.

The difference also appears in training and internal policy development. In the public
communication offices of Castilla y Ledn, the survey reveals a broad absence of structured
training and Al-use protocols, which limits the possibility of responsible implementation. In
the private corporate sphere, communication professionals more frequently use generative
text and image services, both free and paid. According to EUPRERA (Zerfass et al., 2024), 57%
of professionals report using paid versions of Al tools. In the regional public sector analyzed
here, respondents mainly mention ChatGPT, Copilot, and Gemini, always at an incipient stage
and with a more experimental than strategic character.

Both sectors identify the ethical and effective integration of Al into communication
processes as a priority challenge. In Spain, the Asociacion de la Prensa de Madrid (2024)
emphasizes that 78.8% of communication directors consider Al the main challenge for the
2025-2028 period. SEC Newgate (2025) adds concerns about Al's impact on the training of
junior profiles, the loss of originality, and the risks of uncritical use. In the public sector,
these concerns combine with administration-specific limitations, including scarce material
and human resources, resistance to organizational change, and the prevalence of reactive
dynamics over innovation.

Taken together, the comparison shows a significant gap between the two sectors. The
private sector presents higher adoption, greater diversification, and more normalized Al use,
while the public sector advances more cautiously and remains conditioned by structural
limitations and training deficits. However, both sectors regard the ethical and strategic
integration of Al as a common and priority challenge for the coming years (Zerfass et al,
2024; Muck Rack, 2025; DIRCOM, 2025).

DISCUSSION

The results show that artificial intelligence remains only minimally integrated into the
communication offices of the public administrations of Castilla y Leon. In most cases, offices
use Al for auxiliary tasks rather than as part of a strategic communication model. This
finding aligns with previous literature showing that the public sector adopts technological
innovation more slowly than other communication fields, largely because of organizational
rigidity, limited specialized training, and insufficient planning (Cristofol & Moguer, 2025).
In this sense, the data reinforce a central idea: the digital transformation of institutional
communication depends not only on access to tools, but also on professional competencies,
organizational culture, and internal leadership.

The comparison with the private sector, where Al has become more established as a daily
tool and a source of value creation, reveals a significant gap. Addressing this gap requires
more than technological provision. It requires cultural and institutional change that places
ethics at the center of communicative practice. Public-sector technological innovation must
follow a logic of service rather than a market logic, with responsible management oriented
toward transparency, equity, and veracity.
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The main contribution of this study lies in its empirical demonstration that Al adoption
in public communication offices remains incipient, uneven, and conditioned by multiple
barriers, including the absence of internal protocols or shared criteria. The article therefore
extends the existing literature and supports a central conclusion: public administrations
cannot approach Al incorporation in institutional communication only in terms of efficiency.
They must also address professionalization, training, and ethical governance. Within this
framework, the protocol proposed in this article responds directly to the deficiencies
identified in the empirical analysis.

CONCLUSIONS

This study analyzed the degree of artificial intelligence adoption in the communication
offices ofthe publicadministrations of Castillay Lednin orderto evaluate its level of integration
and identify the barriers and opportunities associated with its implementation. The results
confirm the initial hypothesis: Al incorporation into public institutional communication
remains incipient and uneven, and organizational, training-related, and cultural limitations
condition its development.

The quantitative and qualitative data identify five main findings that summarize the
current state of Al adoption in public communication offices.

First, public communication offices in Castilla y Ledn use Al in an auxiliary and non-
strategic manner. They apply it mainly to occasional tasks such as drafting outlines,
preparing social media content, and conducting preliminary data analysis. General-purpose
tools such as ChatGPT and Copilot predominate, and adoption remains experimental. This
pattern coincides with previous diagnoses (Almansa, 2008; de Bustos, 2012) and confirms that
offices have not systematically integrated Al into their workflows. Its effective incorporation
depends on specialized training and stronger organizational support.

Second, the professional profile of Al users reveals a significant generational gap. Younger
professionals show greater willingness to use and learn Al tools, while older profiles express
more reluctance, often linked to lower familiarity with digital environments. In gender terms,
middle-aged women represent the largest subgroup among Al users in the institutional sphere.

Third, Al integration in public communication offices faces structural and cultural
barriers that explain its limited adoption. The lack of specific training, the absence of ethical
protocols, and the overload of daily tasks reinforce a reactive work model that leaves little
room for innovation. These barriers coexist with an organizational culture marked by caution
and distrust toward automated processes, especially among professionals with longer
trajectories in traditional communication offices.

Fourth, the study identifies signs of openness and organizational learning in public
institutional communication. The training initiative developed by the Provincial Council of
Valladolid constitutes a good practice because it links Al adoption to staff preparation and
professional development.

Fifth, while the private sector has consolidated Al use in recent years as a common
tool for content generation and analysis, public communication offices still use it
exceptionally. This lag, however, may offer a strategic opportunity. Public administrations
can position themselves as references in digital ethics and transparency by leading models
of communication governance that prioritize responsibility over mere efficiency (Floridi &
Cowls, 2019; Garcia-Orosa et al., 2023).
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Beyond these findings, the study offers an analytical reading of the uneven adoption
of Al in institutional communication. The lack of training relates to professional capacities;
the absence of protocols relates to governance; organizational caution reflects institutional
culture; and internal disconnection points to coordination problems. These four dimensions
provide a basis for future comparative studies.

As with any case-study research, this study has limitations. Although the high level of
participation provides a solid approximation to the situation in Castilla y Leon, the results
should be interpreted in relation to the institutional and territorial characteristics of this
specific context. Therefore, the findings should not be automatically generalized to all public
administrations. Even so, the study offers an empirical basis for comparison with other
contexts and for future research on Al adoption in institutional communication.

Based on these findings, the article closes with a protocol proposal as an applied
contribution derived from the empirical analysis. The proposal responds directly to the main
deficiencies identified in training, governance, internal coordination, and ethical criteria for
the responsible integration of Al.

PROTOCOL FOR THE RESPONSIBLE USE OF Al IN PUBLIC INSTITUTIONAL
COMMUNICATION

This protocol proposes an adaptable framework for communication offices in public
administrations. It rests on seven ethical principles: transparency, human oversight,
responsibility, data protection, non-discrimination, accessibility, and limits on automated
communication. These principles draw on internationally recognized frameworks in
technological regulation and digital rights, including UNESCO’s Recommendation on the
Ethics of Artificial Intelligence (2021), the OECD Principles on Al (2019), the European Union’s
Al Act (2024), and Spain’s Digital Rights Charter (2021).

1. Transparency: any public-facing content generated or edited with Al must disclose
that Al was used.

2. Human oversight: human professionals must always review institutional content
before dissemination.

3. Responsibility: institutions cannot delegate institutional authorship or accountability
to an automated system.

4, Data protection: communication offices must not enter personal or sensitive
information into Al systems without explicit consent and the required legal
guarantees.

5. Inclusion: professionals must review Al-generated content to identify and correct
stereotypes or biases related to gender, age, origin, ideology, or other relevant
categories.

6. Accessibility: professionals must adapt Al-generated content to accessibility
standards, including easy-reading formats, subtitles, and co-official languages where
applicable.

7. Limits on automated communication: institutions must restrict the use of Al to
automate messages in crisis situations, deliberative processes, or institutional
speeches unless professionals retain full control over the content.
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Based on these principles, the protocol proposes the following organizational
implementation measures, which different levels of public administration can adapt to their
institutional context:

- Draftaninternal documentthat definesthe principles and procedures of the protocol.
+ Include this document in annual institutional communication plans.
«  Organize training workshops on Al and digital ethics for communication departments.

- Create a checklist for content dissemination: Was Al used? Did a professional review
the content? Was the public informed? Does the content comply with the protocol's
basic principles?

+  Appoint a person responsible for digital ethics in each communication office.

- Prepare periodic reports on Al uses, difficulties, and good practices.

This protocol does not seek to function as a legal norm. Rather, it offers an operational and
preventive framework. Its purpose is to support an orderly, safe, and professional transition
toward the incorporation of generative Al into communication tasks, while anticipating risks
and fostering a culture of institutional learning.

Al USE STATEMENT

Artificial intelligence was used only to translate the abstract of this article into English.
The tool used was Microsoft Copilot, version 2025.

FUNDING

This study forms part of the research developed by the Recognized Research Group in
New Trends in Communication (NUTECO) at the University of Valladolid.
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