
Planned Career Break: Family Caregiving

Applied Generative AI for Internal Communications: 
A Practitioner’s Self-Directed Evaluation

When I led Chevron’s digital-fluency program, I watched a workforce of 700+ legal professionals 
move from caution to responsible AI adoption; and I helped the global Law Function enterprise 
get ahead of ChatGPT with sanctioned tooling and usage guidelines. That work convinced me 
that generative AI would reshape the internal communications discipline. 

So, when I stepped back from contract work to assist my mother after my father’s passing, 
I didn’t stop my professional development. I’ve spent my time stress-testing ChatGPT, Claude, 
Copilot, Gemini, and NotebookLM against the real deliverables of internal communications 
teams—leadership communications, change messaging, editorial QA, long-document 
aggregation, governance synthesis—to answer one practical question: which model, for which 
task, with which prompts? The result: a working playbook for faster drafting, consistent 
executive voice, and responsible, governed adoption. 

See my white paper below: From Prompts to Playbooks: Building Repeatable AI 
Applications for Research, Content Development, and Editorial Productivity in Internal 
Communications 

Self-directed research 

I wanted to answer the crucial questions internal communications professionals actually have 
about AI adoption: 

• Which model produces the cleanest first draft for a given content type, and which
produces the cleanest final one?

• Which holds a leader’s voice most consistently across a long series of messages?

• Which can be trusted with long, sensitive source material—governance briefs, policy
documents, board materials—without losing the thread or inventing detail
(hallucinating)?

• Where does each model break, and what prompt patterns reliably prevent it?

• Which gains the most from tool integration (e.g., Microsoft 365, Google Workspace)
versus the raw capability of the model itself?

What I bring to a team 

I’m an internal communications leader who has done the hands-on work of evaluating applied 
generative AI against the real deliverables of the discipline, and I offer the expertise to translate 
that into faster production, stronger governance, and a responsible adoption path. I’ve been on 
the enterprise side of getting ahead of this technology once already. I’d do it again, with the 
benefit of structured testing behind me. 

Let’s talk about what that looks like for your team. 
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Executive Summary 

Think of Agile as the recipe (the overall philosophy) and Scrum as the kitchen rules (the specific, 

step-by-step way a team “cooks” together), a tortured metaphor if ever there was one. 

Agile Scrum has grown from a software development method into one of the most influential 

operating models in modern business. This white paper examines the full expanse of the 

framework. It traces the history of Agile from its intellectual precursors to the Agile Manifesto of 

2001 and the codification of Scrum. It explains why Agile matters in an economy defined by 

uncertainty and speed and why team-based decision-making sits at the heart of the framework. 

It then presents Agile Scrum from three complementary vantage points: as a group of defined 

processes, including the Product Backlog, User Stories, the Sprint Backlog, Sprints, the Daily 

Burndown Chart, the Scrum meetings, and the Scrum roles; as a set of practices and tools that 

support those processes; and as a defined set of core values and principles that give the 

framework its character. The paper concludes with practical guidance for implementation in a 

corporate environment, including the conditions that predict success and the pitfalls that most 

often cause Agile transformations to fail. 

The central argument is that Scrum succeeds only when all three dimensions are adopted 

together. Organizations that install the processes without the values acquire a new vocabulary 

and keep their old habits. Organizations that embrace the values of Scrum without the discipline 

of the processes drift into improvisation. The Scrum framework is a cohesive unit; it requires 

complete adoption to succeed. 

The History of Agile 

Before the Manifesto 

The intellectual roots of Agile reach back decades before the word entered the management 

vocabulary. Iterative and incremental development appeared in engineering practice as early as 

the 1950s, and by the 1970s critics such as Winston Royce were already warning that the 

sequential, phase-gated model later known as Waterfall was risky for large projects. In 1986, 

Hirotaka Takeuchi and Ikujiro Nonaka published an article in the Harvard Business Review titled 

“The New New Product Development Game,” in which they described high-performing product 

teams that moved down the field together, passing the work back and forth like a rugby team. 

They borrowed the rugby term “scrum” to describe this pattern, and the name endured. Through 

the 1990s, a family of lightweight methods emerged in reaction to heavyweight, documentation-

driven processes: Rapid Application Development, the Dynamic Systems Development Method, 

Extreme Programming, Feature-Driven Development, and Scrum itself, which Ken Schwaber and 

Jeff Sutherland formalized and first presented publicly in 1995. 
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The Agile Manifesto of 2001 

In February 2001, seventeen practitioners of these lightweight methods gathered at the Snowbird 

ski resort in Utah to find common ground. The result was the “Manifesto for Agile Software 

Development,” a document of four value statements and 12 supporting principles. The manifesto 

declared a preference for individuals and interactions over processes and tools, working software 

over comprehensive documentation, customer collaboration over contract negotiation, and 

responding to change over following a plan, while nevertheless acknowledging that the items on 

the right retain value. The manifesto did not prescribe a method; the manifesto instead named a 

philosophy, and Scrum rapidly became the most widely adopted expression of it. 

From Software to the Enterprise 

Over the following two decades, the “Scrum Guide,” first published by Schwaber and Sutherland 

in 2010 and revised several times since, became the framework’s authoritative definition. 

Certification bodies, scaling frameworks such as SAFe and LeSS, and a vast ecosystem of tooling 

carried Scrum from software teams into marketing, human resources, finance, manufacturing, 

and the executive suite. Today, industry surveys consistently identify Scrum and its hybrids as 

the dominant approach to managing complex project work worldwide, and Agile has become as 

much a statement about organizational culture as a description of any single method. 

Why Agile Is Important 

Agile matters because the assumptions behind traditional planning have collapsed. Sequential, 

plan-driven management presumes that requirements can be known in advance, that the 

environment will hold still while the plan is executed, and that value is delivered only at the end. 

In modern markets, none of those presumptions survive. Customer expectations shift monthly, 

competitors ship continuously, and technology renders yesterday’s specification obsolete before 

the project that implements it is complete. Agile inverts the model: it accepts uncertainty as the 

normal condition of complex work and replaces prediction with rapid empirical feedback. 

The practical consequences are considerable. Short delivery cycles reduce risk, because a 

misjudgment is discovered in weeks rather than after years of sunk investment. Value reaches 

the customer earlier, because working increments ship throughout the effort rather than at its end. 

Quality improves, because inspection is continuous rather than deferred to a final testing phase. 

Morale and retention improve, because self-managing teams with clear goals and a sustainable 

pace outperform and outlast command-and-control structures. Perhaps most importantly, Agile 

gives an organization the institutional capacity to change direction without trauma, and, in a 

volatile economy, that capacity is not an operational nicety but a survival trait. 
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Team-Based Decision Making 

At the heart of Agile lies a deliberate relocation of authority. Traditional management concentrates 

decisions in a hierarchy and treats the team as the instrument that executes them. Scrum instead 

pushes decisions to the people closest to the work, on the empirical grounds that they possess 

the most current and most detailed information. The team collectively decides how much work it 

can commit to in a Sprint, how to design and build the solution, how to organize itself day by day, 

and how to improve its own process. Management retains its essential role in setting direction, 

allocating resources, and removing organizational obstacles, but it stops dictating the how. 

This model, often described as self-management or self-organization, rests on well-established 

findings about human performance. Autonomy is among the strongest predictors of motivation 

and engagement. Groups that deliberate openly make better estimates and catch more errors 

than individuals, a phenomenon Scrum harnesses through practices such as team-based 

estimation. Commitments that a team makes for itself are honored far more reliably than 

commitments imposed upon it. Team-based decision making also builds resilience: when 

knowledge and authority are distributed, the departure of a single individual, or the unavailability 

of a single manager, does not paralyze delivery. The Scrum ceremonies described later in this 

paper are, in essence, the structured occasions on which this collective decision making takes 

place, which is why skipping them hollows the framework out. 

Agile as a Group of Defined Processes 

Although Agile is a philosophy, Scrum expresses that philosophy through a small set of precisely 

defined processes and artifacts. Each element answers a specific question about how complex 

work should be organized. 

The Product Backlog 

The Product Backlog is the single, ordered list of everything that might be needed in the product. 

It is the sole source of work for the team, which means that no request enters the workflow except 

through the backlog. The backlog is never complete; it evolves continuously as the market, the 

users, and the team’s understanding evolve. Items near the top are small, well understood, and 

ready for selection, while items lower down remain intentionally coarse. The discipline of 

maintaining one transparent, ordered list is the antidote to the hidden queues, side deals, and 

competing priority lists that afflict traditional organizations. 

User Stories 

Backlog items are most commonly expressed as User Stories: short statements of need written 

from the perspective of the person who will benefit. The canonical form reads: as a type of user, 

I want some capability, so that I obtain some benefit. The format is deliberately modest. A story 
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is not a specification; it is a placeholder for a conversation, supplemented by acceptance criteria 

that define when the story is done. Good stories follow the INVEST guideline: they are 

independent, negotiable, valuable, estimable, small, and testable. By keeping the user and the 

benefit in the sentence, stories keep the team focused on outcomes rather than features for their 

own sake. 

The Sprint Backlog 

The Sprint Backlog is the set of Product Backlog items the team selects for the current Sprint, 

together with the Sprint Goal and the team’s plan for delivering the work. Where the Product 

Backlog belongs to the Product Owner, the Sprint Backlog belongs to the team, and only the team 

may change it during the Sprint. It is a living artifact, updated daily as tasks are completed, 

discovered, or re-estimated, and it makes the state of the Sprint visible to anyone who cares to 

look. 

Sprints 

The Sprint is the heartbeat of Scrum: a fixed time box of one month or less, most commonly two 

weeks, during which the team produces a potentially releasable increment of the product. Sprints 

follow one another without pause, and each contains all the Scrum events. The fixed length is 

essential. It creates a predictable rhythm for planning and stakeholder engagement, it limits the 

amount of work at risk at any moment, and it forces the regular inspection and adaptation on 

which the whole framework depends. During a Sprint, the goal remains stable; scope may be 

clarified and renegotiated with the Product Owner, but changes that would endanger the Sprint 

Goal are deferred to the next cycle. 

The Daily Burndown Chart 

The Daily Burndown Chart is the classic visual instrument of Sprint monitoring. On the horizontal 

axis it plots the days of the Sprint; on the vertical axis it plots the work remaining, whether 

measured in hours, tasks, or story points. Each day, the team updates the chart, and the resulting 

line is compared against an ideal trend that descends steadily to zero on the final day. The chart’s 

power lies in its immediacy. A line that flattens or rises tells the team, and everyone else, that the 

Sprint is in trouble while there is still time to respond, whether by removing an impediment, 

renegotiating scope, or swarming on a blocked item. The burndown thus converts progress from 

a matter of opinion in status meetings into a shared, visible fact. 

Scrum Meetings 

Scrum prescribes a small set of recurring meetings, often called ceremonies or events, each with 

a fixed purpose and a strict time box. Together, they form the inspection-and-adaptation loop that 

drives the framework. 
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The Sprint Planning Meeting 

The Sprint opens with Sprint Planning, time boxed to a maximum of eight hours for a one-month 

Sprint and proportionally less for shorter ones. The meeting answers three questions. First, why 

is this Sprint valuable, a question the team answers by crafting the Sprint Goal. Second, what can 

be done, which the team answers by selecting items from the top of the Product Backlog in light 

of its capacity and past velocity. Third, how will the work get done, which the team answers by 

breaking out the selected items into tasks. The output is the Sprint Backlog and a commitment 

the team has made for itself. 

The Daily Stand-Up Meeting 

Every working day the team holds the Daily Stand-Up, also called the Daily Scrum, a meeting of 

15 minutes or fewer, held at the same time and place. Participants traditionally address three 

questions: what they accomplished since the last meeting, what they will work on next, and what 

impediments stand in their way. The stand-up is not a status report to a manager; it is the team 

synchronizing with itself, inspecting progress toward the Sprint Goal, and adapting its plan for the 

next 24 hours. Impediments raised in the meeting become the immediate work of the Scrum 

Master. 

The Sprint Review/Demo Meeting 

At the end of the Sprint, the team holds the Sprint Review, commonly called the demo, with 

stakeholders present. The team demonstrates the working increment—not a slide deck summary 

of it—and the group inspects what was accomplished against the Sprint Goal. Stakeholders 

provide feedback, market conditions and priorities are discussed, and the Product Owner updates 

the Product Backlog accordingly. The review is thus a working session that shapes future 

direction, not a ceremony of approval, and it is the primary mechanism by which customer 

collaboration remains continuous rather than unplanned. 

The Sprint Retrospective Meeting 

The Sprint closes with the Retrospective, in which the team turns its inspection inward. Members 

examine how the Sprint went with respect to people, relationships, process, and tools; identify 

what went well and what did not; and commit to specific, actionable improvements for the next 

Sprint. The Retrospective is the engine of continuous improvement, and mature teams treat it as 

the most important meeting of all, because it is the one that makes every other meeting better. 

Scrum Roles 

Scrum defines exactly three roles, and this small number is deliberate. The Product Owner is one 

person, not a committee, who owns the Product Backlog, orders it to maximize value, and serves 

as the single authoritative voice on what the team builds. The Scrum Master is the servant leader 

of the process: a facilitator, coach, and impediment remover who ensures that Scrum is 

understood and enacted, protects the team from disruption, and works with the wider organization 
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to remove systemic obstacles. The Developers, the term the “Scrum Guide” uses for all 

professionals on the team regardless of specialty, are the cross-functional members who turn 

backlog items into a done increment; collectively, they hold all the skills needed to deliver, and, 

collectively, they decide how the work is performed. There is no project manager in Scrum. The 

responsibilities traditionally bundled into that title are distributed across the three roles, and the 

resulting clarity of accountability is one of the framework’s quiet strengths. 

Agile as a Set of Practices and Tools 

A rich repertoire of practices and tools (that teams adopt as needed) has grown around the 

defined processes of Agile and Scrum. Estimation practices such as Planning Poker use the 

whole team’s judgment to size stories in relative units called story points, exploiting the verdict 

that collective estimates outperform individual ones. Velocity, the amount of work a team 

completes per Sprint, provides an empirical basis for forecasting without the false precision of 

traditional schedules. 

Two essential principles of Agile and Scrum are transparency and real-time visibility, which play 

out in visual management practices: namely, the Scrum board or Sprint board, which lists a team’s 

tasks in columns (Work to Do, In Progress, Done), and anyone can instantly understand how 

much work is completed, what is currently being developed, and what still needs to be done to 

achieve the Sprint Goal, the purpose of which is to: 

• Eliminate hidden work: By tracking tasks on a visual board, work in progress (WIP) 

cannot be easily hidden. It avoids situations where teammates assume progress is being 

made without seeing actual results. 

• Promote shared accountability: Because the task board is public to the team, everyone 

shares a collective understanding of whether they are on track to meet the Sprint Backlog 

commitments. 

• Expose bottlenecks: Observing where tasks are physically or digitally piling up allows 

the team to pinpoint workflow issues and swarm on blockers to keep the Sprint moving. 

• Drive continuous adaptability: Instant visibility empowers self-organizing teams to 

make rapid decisions and pivot when unexpected challenges arise, without waiting for 

formal project status meetings. 

In addition, teams influenced by Kanban add explicit limits on work in progress to expose 

bottlenecks. The Definition of Done, an agreed-upon checklist of what must be true before any 

item is called complete, protects quality by making the standard explicit and shared. Refinement 

sessions keep the Product Backlog healthy, and information radiators such as burndown and 

burnup charts broadcast progress to the whole organization. 

Engineering-oriented teams layer on technical practices drawn largely from Extreme 

Programming: continuous integration and continuous delivery pipelines, automated testing, test-
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driven development, pair programming, and code review. Digital tooling supports all of the above. 

Platforms such as Jira, Azure DevOps, and Trello manage backlogs and boards; collaboration 

tools such as Confluence, Slack, and Microsoft Teams carry the constant conversation; and 

specialized applications support retrospectives, remote planning poker, and portfolio-level 

visibility. The essential caution is that tools serve the practices and the practices serve the values. 

A team can run excellent Scrum with index cards and a wall, and a team can fail completely with 

the most expensive tooling on the market, because the manifesto’s first value places individuals 

and interactions above processes and tools for a reason. 

Agile as a Defined Set of Core Values and Principles 

The Four Values of the Agile Manifesto 

The Agile Manifesto rests on four value statements, each expressed as a preference rather than 

an absolute. Individuals and interactions are valued over processes and tools, because motivated 

people talking to one another solve problems that no process can anticipate. Working software is 

valued over comprehensive documentation, because the working product is the only 

unambiguous measure of progress. Customer collaboration is valued over contract negotiation, 

because needs discovered together beat requirements frozen in advance. Responding to change 

is valued over following a plan, because in complex work the plan is a hypothesis, and reality 

always has the final word. The manifesto’s 12 principles elaborate these values, calling among 

other things for early and continuous delivery, for welcoming changing requirements even late in 

development, for daily cooperation between business people and developers, for a sustainable 

pace, for technical excellence, for simplicity, and for regular reflection on how to become more 

effective. 

The Five Values of Scrum 

Scrum adds five values of its own: commitment, focus, openness, respect, and courage. 

Commitment means the team dedicates itself to its goals and to supporting one another. Focus 

means concentrating on the work of the Sprint rather than scattering attention across everything 

at once. Openness means the team and its stakeholders are candid about the work and its 

challenges. Respect means members treat one another as capable, independent professionals. 

Courage means doing the right thing and confronting hard problems, whether that means 

surfacing bad news early or declining work that would compromise quality. These values are not 

decoration. The empirical pillars of Scrum—transparency, inspection, and adaptation—function 

only when the values are lived; inspection without openness produces theater, and adaptation 

without courage produces excuses. 
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Implementation in a Corporate Environment 

Preparing the Ground 

An Agile implementation is an organizational change program, and it succeeds or fails on the 

same factors as any other transformation. The precondition is genuine executive sponsorship, 

because Scrum will quickly collide with entrenched structures: annual budgeting, individual 

performance incentives, functional silos, and managers accustomed to assigning tasks. 

Leadership must understand that it is adopting a different theory of management, not merely a 

new project template, and must be prepared to change its own behavior first. Equally important 

is a clear articulation of why the organization is adopting Agile, expressed in business outcomes 

such as faster time to market, improved quality, or better responsiveness to customers, so that 

the transformation can itself be inspected and adapted against measurable goals. 

Starting Small and Scaling Deliberately 

Experience overwhelmingly favors beginning with one or a few pilot teams rather than a 

simultaneous enterprise-wide rollout. A pilot team should be staffed cross-functionally, given a 

real product with a real Product Owner, trained properly, and supported by an experienced Scrum 

Master or coach. Its Sprints generate both early business results and, just as valuably, 

organizational learning about where the corporate environment resists the framework: 

procurement rules that assume fixed scope, review boards that assume phase gates, corporate 

facilities that make it difficult or impossible for a team to sit and work together in one shared area. 

Only after the pilot pattern is stable should the organization scale, and scaling should follow 

demand rather than decree. Frameworks such as SAFe, LeSS, and Scrum of Scrums offer 

coordination mechanisms for many teams working on one product, but every scaling framework 

amplifies whatever habits the teams already have, which is one more reason to establish healthy 

habits first. 

Redefining Roles, Metrics, and Culture 

Implementation forces three deeper adjustments. First, roles must genuinely change: Product 

Owners need real authority over priorities, Scrum Masters need standing to remove impediments 

across departmental lines, and middle managers need a new value proposition centered on 

developing people and improving the system rather than directing tasks. Second, metrics must 

change: measures of activity and utilization give way to measures of outcome, such as delivered 

value, cycle time, quality, and customer and employee satisfaction, because teams optimize what 

the organization measures. Third, culture must change, and this is the slowest work of all. 

Psychological safety must be strong enough that burndown charts can tell the truth, retrospectives 

can name real problems, and teams can fail small experiments without punishment. Organizations 

that skip the cultural work end up with what expert practitioners amusingly call “Cargo Cult Agile” 

or “Dark Scrum,” referring to those organizations that mechanically copy the rituals, terminology, 
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and ceremonies of Agile frameworks without adopting its core philosophy, essentially activating 

a hollow façade. 

Common Pitfalls 

The recurring failure patterns are well documented and worth naming plainly. Renaming existing 

managers as Scrum Masters without changing their behavior preserves command and control 

under new titles. Assigning a committee or an absent executive as Product Owner starves teams 

of the decisions they need. Allowing stakeholders to inject work directly into a Sprint destroys 

focus and teaches the organization that the process is optional. Treating velocity as a productivity 

target invites inflation of estimates and erosion of quality. Abandoning retrospectives under 

deadline pressure removes the framework’s capacity to heal itself. Each pitfall shares a root 

cause: the organization adopted the vocabulary of Agile faster than its values, and the remedy in 

every case is to return to the values and let the practices follow. 

Conclusion 

The expanse of Agile and Scrum covers three interlocking dimensions. It is a group of defined 

processes, from the Product Backlog and User Stories through the Sprint Backlog, the Sprint, the 

Daily Burndown Chart, the Scrum meetings, and the three Scrum roles, that give complex work a 

disciplined rhythm. It is a set of practices and tools—from Planning Poker and task boards to 

continuous integration pipelines and digital backlog platforms—that make the processes practical 

at any scale. And it is a defined set of core values and principles, articulated in the Agile Manifesto 

and the Scrum values, that give the whole framework its purpose and its power. The history of 

Agile shows that the framework arose from hard experience with the failure of prediction-driven 

management, and its importance rests on the fact that the conditions that produced that failure—

uncertainty, speed, and complexity—now define nearly every industry. Team-based decision 

making is the thread that ties the dimensions together, relocating authority to the people with the 

best information and the greatest stake in the outcome. For the organization contemplating 

implementation, the guidance of the framework applies to the transformation itself: start with a 

small increment, make the results transparent, inspect honestly, and adapt. An organization that 

approaches Agile in that spirit has already begun to practice it. 
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Executive Summary 

The internal communications discipline has quietly become one of the most AI-ready functions in 

the modern enterprise. The work is language-intensive, pattern-rich, and repetitive in structure, 

even when it varies in subject: a change announcement, a leadership message, a town-hall script, 

and a benefits explainer differ in content but share a scheme. That underlying regularity is 

precisely what large language models exploit well. 

Yet most communications teams still use AI the way an individual uses a search engine: one 

prompt at a time, with results that depend on the skill and approach of the person who happens 

to be at the keyboard. The value created evaporates the moment the browser tab closes. This 

paper argues that the real opportunity is not better prompting but repeatable applications, 

durable, governed, reusable assets that encode a team’s standards, voice, and judgment so that 

quality becomes a property of the system rather than the individual. 

Presented here is a model for designing these applications across the three areas where internal 

communications spends most of its effort—research, content development, and editorial 

productivity—and a practical operating model for building, governing, and measuring them. The 

goal is a communications function that produces work faster without sounding like a machine 

produced it, and that gets better every time it is used. 

The central shift 

Stop treating AI as a clever assistant you re-brief each morning. Start treating it as a library 

of repeatable applications, each one a documented, owned, reusable asset that captures 

how your team does a specific job well. 

Why Internal Communications Is Positioned to Win 

Three characteristics make internal communications unusually well suited to systematic AI 

adoption. 

The work is structured beneath the surface 

While communications outputs are tailored to specific audiences and channels, they follow 

recognizable forms. A program launch almost always needs a leader email, an intranet article, a 

manager toolkit, a set of FAQs, and a short channel teaser. Acknowledging that you are not facing 

a fresh, custom set of outputs each time but rather the same predictable package over and over, 

you can build one repeatable application that generates the entire package from a single brief, 

instead of treating each launch as a blank-page exercise and rebuilding the five pieces by hand. 

The recurrence is what justifies the investment in building the application, because the cost of 

designing it once is repaid across every future instance of that same bundle. 
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The inputs already exist as assets 

Most teams already maintain the raw material that makes AI output good: a style guide, a tone-

of-voice document, a messaging house (umbrella statement, core themes, proof points), brand 

principles, and an archive of approved content. These are exactly the materials that, when 

supplied to a model as grounding, move output from generic to on brand. The asset is sitting in a 

shared drive or, preferably, a digital asset library, waiting to be operationalized. 

The bottleneck is throughput, not ideas 

Communications teams are rarely short of things to say; they are short of the hours to draft, adapt, 

localize, and proof everything at the standard their stakeholders expect. AI’s comparative 

advantage—first drafts, variants, summaries, and adaptations—maps directly to where the team 

loses the most time. 

A Framework for Repeatable Applications 

A repeatable application is more than a saved prompt. It is a small, documented system that 

anyone on the team can run to get a reliable result. Every well-designed application shares the 

same six components. 

Component What it defines Example 

Trigger 
The recurring situation that calls the 

application into use 
A new policy needs to be announced 

across channels 

Inputs 
The brief and source material the user 

supplies each time 
Policy summary, effective date, 

audience, key dates 

Grounding 
The fixed reference assets the application 

always consults 
Style guide, tone-of-voice document, 

messaging house, past examples 

Instruction set 
The encoded logic, the reusable prompt, 

role, and rules 
Structure, mandatory sections, 

reading level, what to avoid 

Human review 
The defined checkpoint where a person 

owns the output 
Communications lead edits and 

approves before anything ships 

Feedback loop 
How edits and outcomes improve the 

application over time 
Editor’s changes are folded back into 

the instruction set 

The discipline of writing these six components down is what converts a lucky prompt into an asset 

the whole team can rely on. It also makes the application portable: it can move from a chat 

interface today to a custom assistant, a project space, or an integrated workflow tomorrow without 

losing the institutional knowledge baked into it. 
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Design principle: capture the judgment, not just the task 

The most valuable thing communicators do is exercise judgment, what to lead with, what to 

leave out, how to pitch the tone. A well-constructed application encodes that judgment in its 

instruction set and grounding so the whole team inherits it. 

Three levels of maturity 

Teams typically progress through three stages. Naming them helps a function position itself and 

plan the next move. 

Level Characteristic What it produces 

1. Ad hoc 
Individuals prompt freely; nothing is shared 

or documented 
Inconsistent quality; value lost when 

people leave 

2. Templated 
Shared prompt library with agreed upon 

structures and grounding 
Consistent first drafts; faster 

onboarding; repeatable results 

3. Integrated 
Applications connect to systems, data, and 

review workflows 
End-to-end acceleration; measurable 

cycle-time gains 

Most teams should aim deliberately for Level 2 and treat it as the foundation. It captures the majority 

of the value, requires no specialist tooling, and is the prerequisite for any responsible move to Level 3. 

Pillar 1: Research 

Research is the work of understanding before communicating: who the audience is, what they 

already feel, what has been said before, and what good looks like elsewhere. It is also the work 

most often compressed under deadline pressure. Repeatable applications let teams do more of 

it faster, without cutting the corner that usually gets cut. 

Synthesizing employee listening data 

Engagement surveys, pulse checks, and open-text feedback generate volumes of qualitative data 

that few teams have time to read in full. A repeatable application, grounded in the survey 

instrument and the organization’s priorities, can cluster verbatim comments into themes, surface 

representative quotes, and flag shifts since the last cycle. The communicator still interprets and 

decides; the application removes the manual labor of getting to the point where interpretation can 

begin. 

Audience and stakeholder analysis 

A reusable audience-profiling application takes a population—frontline staff, senior engineers, a 

newly acquired business unit—and produces a structured profile: likely concerns, information 

needs, preferred channels, and language sensitivities. Because the application always works to 

the same template, profiles become comparable across audiences and reusable across 

campaigns. 
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Message pre-mortems and testing 

Before a sensitive message ships, an application can roleplay the audience and surface how a 

draft might be misread, what questions it will provoke, and where trust might fracture. This is not 

a substitute for real employee testing, but it catches the obvious failure modes early and cheaply, 

when they are still easy to fix. 

Benchmarking and background briefs 

For leadership communications, a grounded application can assemble a tight background brief—

context, prior commitments made on a topic, and relevant external developments—in a consistent 

format that a communications lead can verify and refine. The repeatability matters: every brief 

looks the same, so leaders learn to read them quickly. 

Guardrail for research applications 

AI-synthesized research is a starting point for human judgment, never a verdict. Treat themes, 

profiles, and predictions as hypotheses to validate, and never let a model’s summary stand in 

for reading what real employees actually said on a high-stakes issue. 

Pillar 2: Content Development 

Content development is where AI’s value is most visible and most often misused. Used badly, it 

produces fluent, generic copy that erodes the credibility internal communications spends years 

building. Used as a set of well-grounded repeatable applications, it accelerates drafting while 

protecting voice. 

The create-once, adapt-everywhere application 

This is the single highest-value application most teams can build. From one approved source—a 

brief, a leadership message, or a finished article—the application generates the full channel 

bundle: intranet copy, an email version, a digital-signage teaser, a manager talking-points sheet, 

and a short message on a collaboration platform. Each output respects the length, register, and 

conventions of its channel because those conventions are encoded in the application’s instruction 

set. 

From one source... ...the application produces Calibrated for 

Approved announcement Intranet article Depth, links, scannability 

Approved announcement Email to all employees Concision, single clear action 

Approved announcement Manager toolkit 
Cascade talking points, 

anticipated questions 

Approved announcement Channel teaser 
One sentence, drives click-

through 
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Narrative architecture and message houses 

An application can draft a first-pass messaging house—from a brief, core narrative, supporting 

pillars, proof points, and audience-specific framing—in the team’s standard format. The 

communicator refines it but starts from structure rather than a blank page. Because the output 

format is fixed, message houses become consistent artifacts the whole team can build on. 

Register and audience adaptation 

The same content must often reach entry-level hires, cross-functional leadership teams, a 

warehouse floor, and a research division. A reusable adaptation application shifts register, 

vocabulary, and assumed context for a named audience while preserving the core facts and 

intent, a task that is mechanical enough to delegate and sensitive enough to always review. 

FAQs, Q&As, and anticipated objections 

From a policy or announcement, an application can generate a first draft of the questions 

employees will actually ask, including the uncomfortable ones, and structured answer stubs. This 

turns one of the most tedious and most skipped tasks into a 10-minute review-and-refine exercise. 

Localization and accessibility starters 

For global teams, applications can produce first-draft translations and culturally adapted versions 

for human linguists to finalize and can rewrite dense copy into plain language at a target reading 

level. Neither replaces specialist review; both remove the slow first step. 

Voice is non-negotiable 

Ground every content application in your tone-of-voice document and a handful of 

genuinely on-brand examples. Without grounding, a model defaults to a flat, corporate 

average that any reader can now recognize as machine-written, the fastest way to lose 

internal trust. 

Pillar 3: Editorial Productivity 

Editorial work—the polishing, checking, tightening, and reshaping that turns a draft into something 

publishable—consumes a large and largely invisible share of a communications team’s time. It is 

also highly rule-based, which makes it ideal territory for repeatable applications. 

Style-guide and consistency enforcement 

An application grounded in the corporate style guide can check a draft against the team’s 

published rules, terminology, capitalization, inclusive-language standards, formatting 

conventions, and return a marked-up list of issues. Unlike a generic grammar tool, it enforces 

your standards, not a vendor’s defaults. 
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Length and format transformation 

Communicators constantly need the same content at different lengths: a 600-word article 

condensed to a 90-word email message, a 40-word teaser, and a one-line push notification. A 

transformation application produces all variants at once, each preserving the essential message, 

ready for a quick human check. 

Headlines, subject lines, and variants 

Open rates and click-throughs turn on small wording choices. An application can generate a 

structured set of subject-line and headline options against defined criteria, clarity, length, and 

tone, giving the editor real choices to test rather than a single take to accept or reject. 

Plain-language and accessibility review 

An application can assess reading level, flag jargon and acronyms, and propose plainer 

alternatives, an accessibility discipline that is easy to endorse and hard to sustain manually under 

deadline. Building it into the editorial workflow makes inclusion a default rather than an aspiration. 

Summarization and repurposing 

Long-form assets—a strategy document, a town-hall transcript, a detailed policy—can be turned 

into the derivative pieces a campaign needs: a summary, a set of key messages, a social-style 

internal post, and a manager briefing. The application does the extraction; the editor does the 

judgment. 

Editorial task Repeatable application Human owns 

Proofing to house style 
Style-guide checker grounded in the 

corporate guide 
Final editorial decisions 

Resizing content Multi-length transformer Choice of which version ships 

Generating options Headline and subject-line generator Selection and testing strategy 

Plain-language pass Reading-level and jargon reviewer Voice and nuance 

Repurposing long-form Derivative-asset extractor Accuracy and emphasis 

The Operating Model: Making It Stick 

Applications create lasting value only inside an operating model that maintains them. Four 

elements turn a collection of clever prompts into a durable capability. 

1. A managed application library 

Maintain a single, shared, version-controlled home for every approved application, with its six 

components documented and a named owner. This is the difference between Level 1 and 

Level 2 maturity. The library is the asset; individual prompts are merely its contents. 
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2. Grounding as a discipline 

The quality of every application depends on what you feed it. Curate the grounding set, style 

guide, tone of voice, messaging house, and a small collection of genuinely exemplary past 

work, and keep it current. Stale or generic grounding produces stale or generic output, 

regardless of how good the instruction set is. 

3. Clear ownership and human-in-the-loop review 

Every application names who may run it and who must approve its output before anything 

reaches an employee. AI accelerates the draft; accountability for what ships stays 

unambiguously human. This is a commitment to both quality control and trust. 

4. Governance, disclosure, and risk 

Codify the rules of use: what data may and may not be entered into which tools, how 

confidential or pre-announcement information is handled, when AI involvement is disclosed, 

and how factual accuracy is verified. Internal communications is often the function that 

explains AI policy to the wider organization, so its own practice should be exemplary. 

A note on trust 

The internal communications discipline trades on credibility. The moment employees 

suspect that they are reading undifferentiated machine output, engagement falls. The entire 

purpose of grounding, review, and ownership is to ensure AI raises your output’s quality 

and never flattens its humanity. 

Measuring what matters 

To justify and steer the investment, measure a small set of indicators rather than vanity metrics. 

Dimension Indicator Why it matters 

Efficiency Cycle time from brief to approved draft Captures the core throughput gain 

Adoption Share of eligible work run through the library 
Reveals whether the capability is real or 

abstract 

Quality Editor revision depth; stakeholder satisfaction 
Guards against speed at the cost of 

standards 

Reach 
Output volume per channel without added 

headcount 

Shows capacity created, not just time 

saved 

A Practical Roadmap 

A team can move from ad hoc use to a working library in a single quarter without specialist tooling. 

The sequence below front-loads the highest-value, lowest-risk applications and builds the 

governance habit early. 



 

10 

Phase Focus Build this first 

Weeks 1–2: 

Foundation 
Assemble grounding assets; agree on 

governance basics and the review rule 
A documented grounding set and a 

one-page usage policy 

Weeks 3–6: 

First applications 
Build two or three high-value applications 

and document their six components 
Create once, adapt everywhere; FAQ 

generator; style-guide checker 

Weeks 7–9: 

Library 
Stand up the shared library; assign 

owners; train the team 
A version-controlled library every 

communicator can run 

Weeks 10–12: 

Measure and 

refine 

Capture baseline metrics; fold editor 

feedback into instruction sets 
A simple dashboard and a quarterly 

review rhythm 

Start where the friction is highest 

You are looking for the work that has both high frequency (you do it constantly) and high pain 

(each instance is tedious, slow, or error-prone). A task that is painful but rare is not worth 

systematizing first; neither is one that is frequent but already painless. The ones worth building 

first sit where both are high. 

The equation is simple. Choose your first applications by multiplying frequency by pain: the tasks 

done most often that hurt most each time. For nearly every team, that points to the same place: 

the channel-adaptation bundle (the create-once, adapt-everywhere application) and the FAQ 

generator (scoring high on frequency because most announcements and policies need an FAQ). 

Early, visible wins on familiar pain build the credibility needed to take the team to Level 3. You do 

not need a lengthy diagnostic to find your first build. The math almost always lands in the same 

place, so begin with those two. 

Conclusion 

The communications teams that benefit most from AI will not be those that prompt most cleverly. 

They will be those that treat AI as an opportunity to systematize their craft, to write down how 

they do their best work, and to encode it in applications the whole team can run, govern, and 

improve. 

This reframing changes the nature of the investment in AI. Time spent designing a repeatable 

application is not time spent on a single deliverable; it is time spent building an asset that pays 

out across every future deliverable of that type. Research gets deeper because synthesis is faster. 

Content stays on voice because voice is grounded in the system. Editorial standards rise because 

they are enforced consistently rather than sporadically. 

The function that emerges is not a smaller team doing the same work faster. It is a team with the 

capacity to do the strategic, relational, and judgment-heavy work that only communicators can 

do, because the repeatable work now runs on rails they built and own. That is the destination this 
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paper points toward: from prompts to playbooks, and from playbooks to a durable 

communications capability. 
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Executive Summary 

Internal communications has long operated on a broadcasting model: messages are conceived 

at the top of the organization, polished over weeks of review, and released in large, infrequent 

campaigns. This model struggles in an environment where organizational priorities shift quarterly, 

employee attention is fragmented across channels, and the workforce expects the same 

responsiveness from corporate messaging that it experiences from consumer media. Agile Scrum 

offers a proven alternative. Originally developed for software teams, Scrum reframes 

communication work as a continuous product development effort in which content, channels, and 

campaigns are built iteratively, tested against real audience feedback, and improved in short, 

disciplined cycles. 

This white paper examines what Scrum looks like when it is adopted by an internal 

communications function. It describes the core nature of the framework in a communications 

context, explains how each of the standard Scrum ceremonies adapts to the rhythms of corporate 

messaging, and sets out the principal benefits that communications leaders can expect: greater 

responsiveness, measurable audience impact, sustainable team workloads, and a stronger 

strategic position within the enterprise. 

The Core Nature of Scrum in Internal Communications 

From Broadcast to Product 

The foundational shift that Scrum introduces is conceptual rather than procedural. Traditional 

internal communications treats each announcement, newsletter, or campaign as a one-time 

project: it is planned exhaustively, executed once, and closed. Instead, Scrum treats the 

communication ecosystem as a set of living products. The intranet is a product. The executive 

town hall series is a product. The change-management campaign supporting a system migration 

is a product. Products are never finished; they are continuously developed, measured, and refined 

in response to the needs of their users, who in this case are employees. 

This reframing has immediate practical consequences. A product mindset demands that every 

piece of work be justified by the value it delivers to a defined audience, not by the seniority of the 

stakeholder who requested it. It also demands that assumptions be tested early. Rather than 

launching a fully formed, unvetted campaign across the entire organization, a Scrum-based team 

releases a minimum viable version to a pilot audience, gathers feedback and engagement data, 

and iterates before scaling. 

The Roles, Translated 

Scrum defines three roles, and each translates cleanly into a communications function. The 

Product Owner becomes the communications strategist who owns the Backlog: a single, 
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prioritized list of every requested message, campaign, channel improvement, and content 

initiative. This individual is accountable for maximizing the value of the team’s output and is 

empowered to sequence work based on strategic priority and audience need rather than on the 

volume of stakeholder pressure. The Scrum Master becomes a facilitator, often a senior 

communications manager, who protects the team from mid-Sprint disruption, removes obstacles 

such as delayed approvals, and coaches the group in the discipline of the framework. The 

Development Team becomes the cross-functional group of writers, designers, video producers, 

channel managers, and analysts who actually create and distribute the work. 

The Backlog as a Strategic Instrument 

Perhaps the most transformative artifact is the communications Backlog itself. In most 

organizations, communication requests arrive through scattered channels, emails, hallway 

conversations, and executive mandates and are handled in the order of the loudest voice. A 

Backlog consolidates all demand into one transparent queue, expressed in the language of 

audience value. A well-formed Backlog item reads like a user story: as a frontline employee, I 

need to understand how the new scheduling system affects my shifts so that I can plan my 

personal commitments. Framing requests this way forces clarity about the audience, the 

message, and the intended outcome before any work begins, and it gives the Product Owner an 

objective basis for saying “No” or “Not yet” to lower-value requests. 

Working in Sprints 

The team executes work in Sprints, fixed-time boxes of one to two weeks. Two-week Sprints suit 

most communications teams because they align with the natural cadence of editorial calendars 

while remaining short enough to allow rapid course correction. Within a Sprint, the team commits 

to a defined set of Backlog items and delivers them to a shared definition of done, which for a 

communications team typically includes stakeholder approval, accessibility compliance, 

publication, and the dashboard needed to measure engagement. Urgent, genuinely 

unforeseeable items, such as crisis communications, are handled through a small reserved 

capacity buffer rather than by breaking the Sprint, which preserves both responsiveness and 

predictability. 

How Scrum Ceremonies Adapt to Internal 
Communications 

Scrum prescribes a small set of recurring events, often called ceremonies, that give the framework 

its rhythm. Each adapts naturally to communications work, and each solves a chronic pain point 

of the traditional model. 
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Sprint Planning 

Sprint planning opens each cycle. The Product Owner presents the highest-priority Backlog items, 

and the team collectively decides how much it can realistically deliver in the coming Sprint. For a 

communications team, this session functions as a disciplined editorial planning meeting. Instead 

of an aspirational content calendar that quietly slips, the team leaves the room with a firm, 

capacity-based commitment: which announcements will publish, which campaign assets will be 

produced, which channel experiments will run, and what “done” means for each. Estimating effort 

as a group also brings out hidden complexity early—such as a video that requires executive 

filming time or a situation where a message, system release, or workflow cannot progress until a 

specific translation or localization task is completed—before those constraints derail the schedule. 

The Daily Stand-Up 

The daily stand-up is a fifteen-minute synchronization meeting in which each team member states 

what was completed, what is planned next, and what is blocking progress. In a communications 

context, this ceremony resembles a newsroom editorial huddle. It surfaces approval bottlenecks 

the day they occur rather than the week before a deadline, and it allows the team to react to 

emerging organizational news in real time. If a leadership announcement is suddenly accelerated, 

the stand-up is where the team rebalances work immediately rather than discovering the conflict 

in a status report days later. 

The Sprint Review 

At the end of each Sprint, the team holds a review in which completed work is demonstrated to 

stakeholders: business partners, executive sponsors, and, where possible, representatives of the 

employee audience itself. The review replaces the traditional pattern of delivering finished 

campaigns into a void. Stakeholders see draft campaigns, pilot results, and engagement data 

while there is still time to influence direction. Crucially, the review is where audience metrics enter 

the conversation. Open rates, intranet analytics, pulse survey results, and qualitative feedback 

from employee focus groups become the evidence on which the next round of prioritization rests, 

shifting the dialogue from subjective opinion about messaging toward observed audience 

behavior. 

The Retrospective 

Where the review inspects the product, the retrospective inspects the process. The team meets 

privately at the close of each Sprint to examine how it worked: what went well, what created 

friction, and what one or two concrete improvements it will commit to in the next cycle. For 

communications teams, retrospectives routinely surface systemic issues that would otherwise 

persist for years, such as an approval chain with redundant sign-offs, a design hand-off that 

consistently loses two days, or a channel that consumes effort disproportionate to its readership. 
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The retrospective institutionalizes continuous improvement, ensuring that the team’s operating 

model evolves as deliberately as its content does. 

Backlog Refinement 

Although not always counted among the formal ceremonies, Backlog refinement is indispensable 

in a communications setting. In regular, short sessions, the Product Owner and the team clarify 

upcoming items, break large campaigns into Sprint-sized pieces, attach audience insights, and 

re-order priorities as the business context shifts. Refinement is where a vague executive request, 

for example, to improve awareness of the new strategy, is converted into concrete, testable 

communication work with a defined audience and a measurable outcome. 

The Key Benefits of the Agile Approach 

Responsiveness Without Chaos 

The most visible benefit is speed with control. Short Sprints mean that the team’s plan is never 

more than two weeks old, so shifting business priorities are absorbed at the next planning session 

rather than colliding with a six-month campaign already in flight. At the same time, the Sprint 

boundary protects the team from constant churn: stakeholders learn that new requests enter the 

Backlog and are prioritized transparently, rather than interrupting work in progress. The 

organization gains a communications function that is both fast and predictable, qualities that the 

traditional model treats as mutually exclusive. 

Audience-Centered, Evidence-Based Messaging 

Because every Backlog item is framed around an audience need and every Sprint review 

examines engagement data, Scrum systematically shifts the center of gravity from the sender to 

the receiver. Messages are piloted, measured, and refined instead of being broadcast and 

forgotten. Over successive Sprints, the team accumulates genuine knowledge about what its 

audiences read, watch, believe, and act upon, and that knowledge compounds. The result is 

messaging that measurably lands and a communications function that can demonstrate its effect 

on awareness, understanding, and behavior with data rather than anecdote. 

Transparency and Stronger Stakeholder Relationships 

A public Backlog and a regular review cadence transform the relationship between the 

communications team and its internal clients. Stakeholders can see where their requests sit, why 

they are sequenced as they are, and what the team delivered in the most recent Sprint. This 

visibility replaces the perception of communications as an opaque service desk with the reality of 

a strategic partner making deliberate, defensible trade-offs. It also gives the communications 

function a principled mechanism for managing demand, because prioritization decisions are made 

against explicit value criteria that stakeholders themselves can inspect. 
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Sustainable Workloads and Higher Team Morale 

Communications teams are chronically overloaded because demand is unbounded while capacity 

is not. Sprint-based commitment makes capacity visible and finite. The team commits only to what 

it can deliver, the buffer absorbs genuine emergencies, and the retrospective continuously 

removes friction from the way work flows. Practitioners report less firefighting, fewer late-night 

rewrites, and a clearer sense of accomplishment, because each Sprint ends with finished, 

published, measured work rather than an ever-growing list of half-completed initiatives. 

Continuous Improvement as an Operating Principle 

Finally, Scrum builds learning into the structure of the work itself. The review improves the 

product; the retrospective improves the process; and refinement improves the plan. No separate 

transformation program is required for the function to get better, because getting better is 

scheduled into every cycle. Over time, this compounding improvement is the deepest benefit of 

all: the communications function becomes an adaptive system, able to optimize its channels, its 

content, and its own ways of working at the same pace as the organization it serves. 

Conclusion 

Agile Scrum does not ask internal communicators to abandon editorial judgment, brand 

stewardship, or strategic counsel. Instead, Agile Scrum asks them to exercise those strengths 

inside a system that is iterative rather than monolithic, transparent rather than opaque, and 

centered on the audience rather than on the sender. Teams that make the shift replace large, 

unvetted broadcasts with a steady cadence of tested, measured, continuously improving 

communication. In doing so, they do more than modernize their own workflow; they position 

internal communications as a disciplined, evidence-driven partner in every change the 

organization undertakes. For an enablement function tasked with driving enterprise alignment and 

agility, there is no investment more strategic than operating as a high-performing Agile team itself. 

 




