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Introduction
In an era of information overload and increasing environmental complexity, news agencies must

move beyond traditional forecasting methods to remain effective. While scenario planning is a vital
strategic tool for simulating future events, its efficacy now depends on integrating artificial
intelligence (Al). Technologies like natural language processing and machine learning have
revolutionized data analysis, enabling leading global media to achieve unprecedented speed and
accuracy in predicting developments.

In contrast, major Iranian news agencies remain largely reliant on conventional methods, with
Al adoption in their scenario planning processes being minimal and primarily experimental. These
organizations face tangible challenges, including a shortage of specialized expertise, weak data
processing infrastructure, organizational resistance to change, and the absence of a clear strategic
framework for integrating advanced technologies. This creates a significant gap between Al's
potential and the current reality within Iranian news agencies, limiting their effectiveness and
weakening their competitive position. Consequently, a precise understanding of these organizations'
internal strengths and weaknesses is a critical first step toward formulating digital transformation
strategies. Addressing this gap, the present study focuses exclusively on analyzing the internal
factors strengths and weaknesses within Iranian news agencies regarding their scenario planning
processes. The central research question asks how Al can be leveraged to optimize scenario
planning, considering these internal dynamics, and what an appropriate indigenous operational
model for the gradual integration of this technology might entail.

Method

This qualitative study employed an exploratory approach. Participants consisted of academic
and professional experts in the three fields of artificial intelligence, media, and communication law,
from whom a sample of 13 individuals was selected using purposive sampling and the snowball
technique. Data were collected through semi-structured interviews and analyzed using thematic
content analysis through a three-stage coding process (open, axial, and selective) with MAXQDA
software.

Results

The findings were organized into eight main themes and 27 sub-themes. Based on the results,
the "Comprehensive Digital Transformation Model for Iranian News Agencies with an Artificial
Intelligence Approach” was designed, emphasizing the "institutionalization of adaptive learning in
the editorial ecosystem™ across five primary dimensions: "professional competencies and human
capital,” "technological and processing infrastructures,” “legal and governance requirements,"
"economic considerations and investment,” and "cognitive and cultural dimensions."

Conclusions
The research revealed that Iranian news agencies are in a state of incomplete digital transition.
The primary challenges include weak technical infrastructure, a shortage of interdisciplinary
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personnel (combining media and technology expertise), cultural resistance to change, and legal
gaps. Conversely, capacities such as rich Persian-language data, successful pilot experiences in
automating structured news, and the interest of the new generation of journalists in emerging
technologies provide a foundation for transformation.From a theoretical perspective, Al should be
viewed not as a replacement for, but as a cognitive complement to journalists. By focusing on the
strategic role of Al in scenario planning and proposing an indigenous model (a five-dimensional
framework centered on the "institutionalization of adaptive learning™), this study advances beyond
previous research.

The proposed model for integrating SWOT analysis with Al comprises a three stage process: 1)
systematic identification of strengths and weaknesses using Al, 2) generation of dynamic scenarios
based on these findings, and 3) continuous learning and improvement through feedback
loops.Ultimately, the digital transformation of Iranian news agencies requires a shift from a purely
technological orientation toward a human-centered, education-based, and locally-grounded
approach. The presented model offers a roadmap for this gradual and intelligent transition.
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