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Abstract

This study examines the digital transformation journey of the media industry, with a specific focus on how human-
Al interaction technologies moderate this transformation process. Using a qualitative approach combining
thematic analysis and case studies, we investigate the mechanisms through which Al-human collaborative
technologies influence organizational adaptation to digital environments. Moreover, Data collected from semi-
structured interviews with media executives and industry professionals reveal that human-Al interaction
capabilities significantly moderate the relationship between digital transformation initiatives and organizational
outcomes. Our findings suggest that media organizations implementing user-centered Al interfaces achieve more
successful digital transformation outcomes, particularly in content personalization, audience engagement, and
operational efficiency. Consequently, this research contributes to digital transformation literature by identifying
the critical moderating role of human-Al interaction technologies in facilitating successful media industry
evolution and provides practical implications for media organizations navigating digital transformation challenges.

Keywords: digital transformation, media industry, Human-Al Interaction, Al collaboration, organizational
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1. Introduction

The media industry has undergone profound changes in recent decades as digital technologies have disrupted
traditional business models, content creation processes, and distribution channels (Kiing, 2017). While digital
transformation has been extensively studied across various sectors, the unique challenges facing media
organizations warrant specific attention due to their dual role as content producers and platform providers in an
increasingly data-driven landscape.

Digital transformation in media encompasses more than technological adoption—it represents a fundamental shift
in organizational capabilities, culture, and strategic orientation (Vial, 2019). However, the implementation of
digital technologies alone does not guarantee successful transformation. The interface between humans and
artificial intelligence systems has emerged as a critical factor that potentially moderates transformation outcomes.

This research addresses the following questions:
1) How does digital transformation manifest in media organizations?
2) What role do human-Al interaction technologies play in moderating the digital transformation process?

3) How can media organizations optimize human-Al collaborations to enhance digital transformation
outcomes?

Furthermore, by exploring these questions through rigorous qualitative analysis, this study aims to enhance our
understanding of the complex interplay between technology adoption, human factors, and organizational change
in media's digital transformation journey.

2. Related Work
Digital Transformation in Media

Digital transformation in the media industry has been characterized by shifts in content distribution, audience
engagement, and revenue models (Doyle, 2013). Prior research has identified several dimensions of media
digitalization, including platform development, algorithm-driven content curation, and data analytics integration
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(Van Dijck & Poell, 2015). These transformations have necessitated organizational restructuring, capability
development, and strategic reorientation (Kiing, 2017).

Scholars have documented various approaches to digital transformation in media, ranging from defensive
strategies focused on protecting traditional business models to offensive strategies embracing digital-first
philosophies (Westerman et al., 2014). However, the moderating factors that influence transformation success
remain underexplored, particularly regarding human-technology interactions.

Human-AlI Interaction Technologies

The evolution of Al technologies has transformed human-computer interaction paradigms (Shneiderman, 2020).
Research on human-Al collaboration has examined various dimensions including trust development (Lee & See,
2004), explainability (Miller, 2019), and interface design (Amershi et al., 2019). These studies highlight the
importance of creating Al systems that complement human capabilities rather than replacing them.

In media contexts, human-Al interaction manifests in content recommendation systems, automated content
creation tools, and audience analytics platforms (Diakopoulos, 2019). However, research specifically examining
how these interaction technologies moderate digital transformation outcomes remain limited.

3. Theoretical Framework and Variables
Theoretical Support

This study draws upon socio-technical systems theory (Bostrom & Heinen, 1977) and adaptive structuration theory
(DeSanctis & Poole, 1994) to understand the complex interplay between technological systems and human actors
during organizational transformation. Socio-technical systems theory emphasizes the interdependence between
social and technical subsystems, while adaptive structuration theory explains how technologies are appropriated
and modified through human action.

Additionally, we incorporate elements from dynamic capabilities theory (Teece et al., 1997) to understand how
organizations develop the ability to integrate, build, and reconfigure competencies to address rapidly changing
environments—a critical consideration in digital transformation contexts.

Key Variables
Based on the theoretical framework and literature review, we identify the following key variables:

1) Digital transformation initiatives (independent variable): Strategic and operational activities undertaken
by media organizations to adapt to digital environments.

2) Transformation outcomes (dependent variable): Measurable results of digital transformation efforts,
including financial performance, audience engagement, operational efficiency, and innovation
capabilities.

3) Human-Al interaction technologies (moderating variable): Tools, interfaces, and systems that facilitate
collaboration between human users and Al systems.

4) Organizational factors (control variables): Size, age, resource availability, and initial digital readiness of
the organization.

Hypotheses Description.
Based on the theoretical framework and literature review, we propose the following hypotheses:

H1: Human-Al interaction technologies positively moderate the relationship between digital transformation
initiatives and transformation outcomes in media organizations.

H2: Media organizations that implement user-centered Al interfaces achieve more successful digital
transformation outcomes than those implementing technology-centered approaches.

4. Method and Data
Research Design

This study employs a qualitative research design combining thematic analysis and multiple case studies to
investigate the moderating role of human-Al interaction technologies in media digital transformation. This
approach allows for rich contextual understanding of complex organizational phenomena while enabling cross-
case pattern identification (Eisenhardt, 1989; Braun & Clarke, 2006).
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Data Collection

Data were collected through semi-structured interviews with 27 participants representing 12 media organizations
across broadcast, print, and digital-native sectors. Participants included C-suite executives, technology leaders,
editorial managers, and frontline journalists involved in digital transformation initiatives. Each interview lasted
60-90 minutes and followed a protocol focused on digital transformation experiences, human-Al collaboration,

and perceived outcomes.

Supplementary data sources included organizational documents (strategy papers, internal communications, project
reports), public statements, and industry reports to enable triangulation and enhance validity.

Variable Measurement

Table 1 presents the operationalization of key variables in this study.

Table 1. Variable Operationalization

Variable

Dimension

Measurement Approach

Digital  Transformation
Initiatives

Human-Al Interaction
Technologies

Transformation Outcomes

Strategic Orientation
Operational Integration
Technological
Implementation
Interface Design
Collaborative Features
Implementation
Approach

Operational Efficiency

Audience Engagement

Innovation Capability

Financial Performance

Explicit digital strategy, leadership commitment,
resource allocation

Process redesign, workflow digitalization, cross-
functional coordination

Technology stack, implementation timeline, technical
infrastructure

User-centered design elements, accessibility features,
customization options

Joint decision-making capabilities, human oversight
mechanisms, feedback integration

Training provisions, change management, adaptation
flexibility
Process acceleration, resource optimization, cost
reduction

Audience growth, engagement metrics, retention rates

New product development, experimentation culture,
idea generation

Revenue growth, profitability, business model
sustainability

5. Results and Findings
Thematic Analysis Findings

The thematic analysis revealed six primary themes related to the moderating role of human-Al interaction
technologies in media digital transformation. Therefore, these themes and their constituent subthemes are

presented in Table 2.

Table 2. Thematic Analysis Results

Theme Subthemes

Representative Quote

Trust in Al Systems Transparency
mechanisms

Perceived
reliability

"When journalists understand how the Al makes
recommendations, they're much more likely to incorporate those

insights into their work." (P7, Technology Director)

Officer)

"Trust builds incrementally through consistent performance, but
can be destroyed by a single significant error." (P14, Chief Digital

44 Published by IDEAS SPREAD



mct.ideasspread.org

Media, Communication, and Technology

Vol. 1, No. 1; 2025

Interface  Design Cognitive load
Quality
Workflow
integration
Human Agency and Decision
Control authority
Override
capabilities
Learning and Continuous
Adaptation improvement
Personalized
learning
Implementation Participatory
Approach design
Change
management
Organizational Cultural
Integration alignment
Strategic
coherence

"Our earlier systems required too much mental effort to operate,
creating resistance. The redesigned interfaces dramatically
improved adoption." (P3, Product Manager)

"Successful Al tools become invisible parts of the workflow rather
than additional steps." (P22, Editor-in-Chief)

"The Al makes recommendations, but humans make the final calls
on editorial decisions—this balance is critical." (P11, Executive
Editor)

"The ability to easily override algorithmic decisions maintains
editorial integrity while benefiting from Al insights." (P9, Senior
Editor)

"The most successful implementations learn from user behavior
and adapt accordingly." (P18, AI Implementation Lead)

"Systems that adapt to individual working styles show significantly
higher adoption rates." (P5, User Experience Designer)

"Involving journalists in the design process was the single most
important factor in our successful transformation." (P2, Innovation
Director)

"Technical implementation was the easy part—changing routines
and mindsets required deliberate effort." (P8, Change Manager)

"Al systems that reflect and reinforce organizational values face
less resistance." (P15, HR Director)

"When Al tools directly support strategic objectives, their adoption
is more natural and sustainable." (P1, CEO)

Case Study Analysis

The multiple case analysis identified distinct patterns in how human-Al interaction technologies moderated digital
transformation outcomes across different media organizations. Table 3 summarizes key insights from four

representative cases.

Table 3. Case Study Summary

Organization Transformation = Human-Al Key Representative Quote
Focus Interaction Outcomes
Approach
NewsDigital Audience User-centered Successful: "Our approach of making Al
(digital-native personalization collaborative 37% increase  decisions completely
news) interface with high  in subscriber transparent to both journalists
transparency retention, and readers created a virtuous
robust cycle of trust." (NewsDigital
algorithm CEO)
trust
BroadcastPlus Content Technology- Mixed: "We achieved production
(television production centered Technical efficiencies but
network) automation implementation efficiency underestimated the
with limited user gains but importance of aligning the Al
input editorial tools with journalistic
resistance values." (BroadcastPlus CTO)
PrintEvolution Analytics-driven Gradual Initially "The turning point came
(newspaper) editorial decisions implementation challenging, when we redesigned the

analytics dashboard based on
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with extensive ultimately how editors actually make

training successful decisions rather than
imposing a new logic."
(PrintEvolution Digital

Director)
MultiMedia Integrated content Co-development Highly "By developing the Al
(cross-platform) strategy approach with successful: systems alongside the users in
cross-functional 42% an iterative process, we
teams operational created tools that genuinely
efficiency enhance human capabilities."
increase, (MultiMedia Innovation
culture Lead)

transformation

6. Discussion

Our findings reveal that human-Al interaction technologies significantly moderate the relationship between digital
transformation initiatives and outcomes in media organizations, supporting Hypothesis 1. The thematic analysis
demonstrated that elements such as trust-building mechanisms, interface design quality, and human agency
provisions shape how digital technologies are adopted and utilized.

The case studies further illustrate that media organizations implementing user-centered Al interfaces achieve more
successful transformation outcomes than those pursuing technology-centered approaches, supporting Hypothesis
2. Cases like NewsDigital and MultiMedia, which prioritized human-Al collaboration through transparent
interfaces and co-development approaches, demonstrated superior outcomes compared to organizations that
emphasized technological capabilities without sufficient attention to human factors.

These findings extend prior digital transformation research by highlighting the critical moderating role of human-
Al interaction technologies. While existing literature has emphasized the importance of technological capabilities
and organizational factors (Vial, 2019), our study demonstrates that the interface between humans and Al systems
fundamentally shapes transformation trajectories.

7. Policy Recommendations

Based on our findings, we offer the following recommendations for media organizations pursuing digital
transformation:

1) Adopt participatory design approaches that involve end users throughout the development of Al systems
to ensure alignment with work practices and values.

2) Prioritize transparency in Al systems, making algorithmic decisions understandable to both content
creators and audiences.

3) Maintain human agency in critical decision processes, particularly those involving editorial judgment and
creative direction.

4) Implement progressive learning programs that build Al literacy and reduce resistance through hands-on
experience and demonstrated value.

5) Ensure strategic alignment between Al implementation and broader organizational objectives to avoid
technology adoption for its own sake.

8. Conclusion

This study contributes to our understanding of digital transformation in the media industry by highlighting the
crucial moderating role of human-Al interaction technologies. Our findings demonstrate that successful digital
transformation depends not only on technological capabilities but on how these technologies are designed to
interact with human users.

The research suggests that media organizations should view Al not merely as a tool for efficiency but as a
collaborative partner in the creative and analytical processes that define media work. By developing human-
centered Al interfaces that maintain human agency while enhancing capabilities, media organizations can navigate
digital transformation more effectively.
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Future research should examine longitudinal effects of different human-Al interaction approaches and investigate
industry-specific variations in how these technologies moderate transformation outcomes.
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