D)

Journal Website

Dynamic Management and Business Analysis

Article history:

Received 23 March 2026

Revised 18 July 2026

Accepted 26 July 2026

Published online 23 August 2026

Volume 5, Issue 3, pp 1-21

E-ISSN: 3041-8933

The Effects of Environmental Changes (Changes in Consumer Behavior)
and Organizational Capacities on Brand Digital Seeding Implementation
Mechanisms: The Mediating Role of the Foundations and Logic of Digital

Seeding—A Case Study of Arian Kimia Tak Industrial Group

Fatemeh. Seyfollahi'=, Mehdi. Rouholamini®“=, Shiba. Masoumi?

! Department of Business Management, Bab.C., Islamic Azad University, Babol, Iran
2 Department of Industrial Management, Bab.C., Islamic Azad University, Babol, Iran

* Corresponding author email address: Rouholamini@iau.ac.ir

Article Info

ABSTRACT

Avrticle type:
Original Research

How to cite this article:
Seyfollahi, F., Rouholamini, M., &
Masoumi, S. (2026). The Effects of
Environmental Changes (Changes in
Consumer Behavior) and
Organizational Capacities on Brand
Digital ~ Seeding  Implementation
Mechanisms: The Mediating Role of
the Foundations and Logic of Digital
Seeding—A Case Study of Arian
Kimia Tak Industrial Group. Dynamic
Management and Business Analysis,
5(3), 1-21.
https://doi.org/10.61838/dmbaj.510

SEEE

© 2026 the author(s). Published by
Knowledge Management Scientific
Association. This is an open access
article under the terms of the Creative
Commons Attribution 4.0
International (CC BY 4.0) License.

Objective: This study aimed to examine the effects of environmental changes, particularly
changes in consumer behavior, and organizational capacities and capabilities on brand digital
seeding implementation mechanisms, considering the mediating role of the foundations and
logic of digital seeding.

Methodology: This applied study employed a descriptive-survey design. The statistical
population comprised managers and experts working in marketing, branding, advertising, digital
marketing, market research, and sales at Arian Kimia Tak Industrial Group. Using non-
probability judgmental sampling, 200 participants were included. Data were collected using a
researcher-developed questionnaire based on a five-point Likert scale. Content validity was
assessed by experts, while construct reliability and validity were evaluated using Cronbach’s
alpha, composite reliability, average variance extracted, and the Fornell-Larcker criterion.
Partial least squares structural equation modeling (PLS-SEM) in SmartPLS was employed to test
the hypothesized relationships, and the Sobel test was used to assess the mediating effects.
Findings: Structural model results demonstrated that environmental changes and changes in
consumer behavior had significant positive effects on the foundations and logic of digital seeding
(B=0.490, t=5.355) and digital seeding implementation mechanisms (p=0.302, t=3.271).
Organizational capacities and capabilities also positively and significantly affected the
foundations and logic of digital seeding (f=0.264, t=2.881) and its implementation mechanisms
(B=0.462, t=6.193). Moreover, the foundations and logic of digital seeding significantly
predicted implementation mechanisms ($=0.259, t=2.025). Sobel test results confirmed the
mediating role of the foundations and logic of digital seeding in the relationships between
environmental changes and implementation mechanisms (z=2.889) and between organizational
capacities and implementation mechanisms (z=2.166). Thus, all hypothesized relationships were
supported.

Conclusion: Effective brand digital seeding depends on the simultaneous alignment of changing
consumer behavior, adequate organizational capacities, and a coherent seeding logic; therefore,
organizations should continuously monitor digital-market changes, strengthen their analytical,
technological, and marketing capabilities, and establish clear principles for audience selection,
content design, and message dissemination.

Keywords: Digital seeding, environmental changes, consumer behavior, organizational
capacities, foundations and logic of digital seeding, implementation mechanisms.
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EXTENDED ABSTRACT
Introduction

The rapid expansion of digital technologies and social media has fundamentally transformed the
relationship between brands and consumers. In conventional marketing environments, organizations
largely controlled the production and distribution of promotional messages, while consumers were
positioned primarily as recipients of those messages. In digital environments, however, consumers
increasingly participate in searching for information, evaluating brands, producing content, sharing
experiences, and redistributing marketing messages within their social networks. Consequently, digital
marketing has evolved from a predominantly one-way communication process into a networked and
interactive system in which consumers contribute directly to the creation and circulation of brand-related
information (Dwivedi et al., 2021; Kotler et al., 2021). This transformation has increased the importance of
marketing approaches that rely not only on direct advertising but also on interpersonal influence, user
participation, electronic word-of-mouth, and the diffusion of messages through connected networks.

Changes in consumer behavior constitute one of the most important environmental developments
shaping contemporary digital marketing. Consumers have access to extensive information, reviews,
recommendations, ratings, and user-generated content and can compare competing products before
making purchasing decisions. Digital marketing has therefore altered how consumers search for
information, interact with companies, evaluate alternatives, and respond to promotional messages (Chaffey
& Ellis-Chadwick, 2022). Empirical evidence also demonstrates that digital marketing activities can
significantly influence consumer buying behavior (Khosravi Laghab et al., 2022), while electronic word-of-
mouth and customers' interpersonal recommendations can affect purchase intentions and decision-making
(Abbaspour & Abtin, 2023; Hussain, 2024). Furthermore, personalized advertising has become increasingly
relevant because consumers are more responsive to communications that correspond to their interests and
characteristics (Yeo et al., 2025). These developments indicate that organizations must reconsider both the
content and mechanisms through which brand messages are introduced and circulated in digital
environments.

Within this context, digital seeding has emerged as an important approach to stimulating the
diffusion of brand information. Seeding generally involves initiating the dissemination of content,
products, or experiences through selected individuals who can influence subsequent information diffusion
within social networks. Rather than attempting to expose all consumers to identical promotional messages,
seeding seeks to identify appropriate starting points from which information may spread through social
interactions. Previous studies have shown that successful seeding depends on environmental conditions,
consumer characteristics, message attributes, customer experience, and the structure of social interactions
(Jafari et al., 2021). The selection of initial users or "seeds" is particularly important because different
individuals occupy different positions within networks and therefore possess different capacities for
accelerating information diffusion. Research has demonstrated that seed-selection strategies can influence
the speed and extent of information diffusion (No6ldeke et al., 2020; ShiYong et al., 2022), while individual-
centered strategies may improve influence maximization even when complete network information is
unavailable (Liu et al., 2024).



Recent evidence further suggests that effective digital seeding requires more than simply
identifying highly visible influencers. Network proximity, social relationships, consumer homophily, and
patterns of social affirmation can influence whether brand-related information is accepted and
retransmitted. Targeting influencers located near relevant content networks may accelerate diffusion
(Goldenberg et al., 2024), whereas the profitability of seeding programs may depend on both network
characteristics and similarities among consumers (Nejad & Amini, 2024). Similarly, combining influencers
with selected followers can generate social affirmation and strengthen the diffusion of online word-of-
mouth (Park et al., 2026). The effectiveness of different seeding targets may also vary according to product
and market conditions, indicating that influential users, early adopters, and other potential seeds cannot
be treated as universally interchangeable (Cui et al., 2024). These findings highlight the importance of
developing a coherent foundation and logic for digital seeding that specifies why particular audiences,
messages, communication channels, and diffusion mechanisms should be selected.

The effectiveness of digital seeding also depends on the quality and shareability of content and the
experiences surrounding the brand. Customer experience can increase individuals' willingness to engage
in traditional and electronic word-of-mouth (Anggraeni & Dhillon, 2023), while content quality and
perceived similarity between communication sources and audiences can influence the effectiveness of
electronic word-of-mouth (Filieri et al., 2023). Content marketing and e-WOM have also been shown to
affect purchasing decisions in social media environments (Santy & Andriani, 2023). In addition,
contemporary digital communication increasingly involves influencers and other digitally mediated actors
in the co-creation of marketing content, further reducing organizations' exclusive control over brand
communication (Filali-Boissy et al., 2025). These developments reinforce the need for digital seeding
programs to be based on explicit principles concerning audience selection, message design, source
credibility, interaction, and dissemination.

Environmental adaptation alone, however, is insufficient. Successful digital seeding also requires
adequate organizational capacities and capabilities. Organizations must possess the human, technological,
informational, and managerial resources required to identify suitable audiences, analyze customer data,
produce appropriate content, coordinate communication activities, and monitor campaign outcomes.
Research has shown that organizational resources and capabilities play important roles in adapting
marketing strategies to changing environmental conditions (Behl et al., 2023). Digital marketing capability
is also positively associated with firm performance (Liang et al., 2025), while its effects may operate
through organizational and relational mechanisms (Vaikunthavasan, 2025). Studies in the Iranian context
similarly emphasize the importance of digital orientation, marketing capabilities, customer information,
technological resources, and organizational coordination in developing effective digital marketing
strategies (Almasi et al., 2024; Farhang & Piri, 2023; Javid et al., 2023). Marketing capability may further
serve as an important mechanism through which digital marketing innovation is translated into superior
organizational outcomes (Alinejad & Bagheri, 2025; Shojaei, 2024).

Despite the expansion of research on electronic word-of-mouth, social networks, seed selection,
and digital marketing capabilities, these streams of research have often developed separately. Existing
studies have mainly examined network-based seed selection, consumer responses, content characteristics,
or organizational capabilities independently, while less attention has been given to the integrated process
through which environmental changes and organizational capacities influence implementation
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mechanisms through the underlying foundations and logic of digital seeding. Accordingly, the present
study examined the effects of environmental changes, particularly changes in consumer behavior, and
organizational capacities and capabilities on brand digital seeding implementation mechanisms, with the
foundations and logic of digital seeding considered as a mediating variable in Arian Kimia Tak Industrial
Group.

Methods and Materials

This study was applied in terms of purpose and employed a descriptive-survey research design.
The statistical population consisted of managers and experts working in marketing, branding, advertising,
digital marketing, market research, sales, and commercial marketing at Arian Kimia Tak Industrial Group.
Because the exact population size was not specified, the required sample size was initially estimated using
Cochran's formula for an unknown population. A total of 200 questionnaires were ultimately distributed
and analyzed using non-probability judgmental sampling.

Data were collected using a researcher-developed questionnaire based on a five-point Likert scale.
Questionnaire items were developed from the theoretical foundations, previous empirical studies, and the
proposed conceptual model. The instrument included indicators measuring environmental changes and
changes in consumer behavior, organizational capacities and capabilities, the foundations and logic of
digital seeding, and digital seeding implementation mechanisms. Content validity was evaluated through
expert judgment. A pilot assessment was also conducted before the main analysis.

The reliability and validity of the measurement model were examined using Cronbach's alpha,
composite reliability, factor loadings, average variance extracted, and the Fornell-Larcker criterion.
Structural equation modeling based on partial least squares was conducted using SmartPLS. Path
coefficients and their significance were assessed through bootstrapping, while R? and Q? indices were
considered for evaluating explanatory and predictive performance. SPSS was used for preliminary and
descriptive analyses. The Sobel test was employed to evaluate the mediating role of the foundations and
logic of digital seeding in the relationships between the two antecedent variables and digital seeding
implementation mechanisms.

Findings

Assessment of the measurement model demonstrated satisfactory reliability and validity.
Cronbach's alpha values for all constructs exceeded the acceptable threshold of 0.70, and composite
reliability coefficients were likewise greater than 0.70. Average variance extracted values were 0.575 for
environmental changes and changes in consumer behavior, 0.537 for organizational capacities and
capabilities, 0.567 for the foundations and logic of digital seeding, and 0.500 for digital seeding
implementation mechanisms. These results supported the adequacy of convergent validity and internal
consistency, while the evaluation of discriminant validity also confirmed sufficient differentiation among
the constructs.

The structural model results supported all hypothesized relationships. Environmental changes and
changes in consumer behavior had a positive and significant effect on the foundations and logic of digital
seeding ($=0.490, t=5.355). Environmental changes also exerted a positive and significant direct effect on
digital seeding implementation mechanisms (f=0.302, t=3.271).

Organizational capacities and capabilities had a positive and significant effect on the foundations
and logic of digital seeding (f=0.264, t=2.881). Their direct effect on digital seeding implementation



mechanisms was also positive and significant (3=0.462, t=6.193), representing one of the strongest direct
effects identified in the structural model.

The foundations and logic of digital seeding had a positive and significant effect on digital seeding
implementation mechanisms (f=0.259, t=2.025). Thus, a clearer and more coherent underlying rationale
for digital seeding was associated with stronger implementation mechanisms.

The mediation analysis further indicated that the foundations and logic of digital seeding mediated
the relationship between environmental changes and digital seeding implementation mechanisms. The
Sobel test produced a z-value of 2.889, confirming the statistical significance of this indirect relationship.
Similarly, the mediating effect of the foundations and logic of digital seeding in the relationship between
organizational capacities and capabilities and implementation mechanisms was significant, with a Sobel
z-value of 2.166. Because significant direct effects remained alongside the significant indirect effects, the
findings indicated partial mediation in both relationships.

Discussion and Conclusion

The results demonstrate that digital seeding implementation is shaped by an interconnected
combination of external environmental developments, internal organizational capabilities, and the
strategic logic through which these conditions are translated into action. Changes in consumer behavior
significantly influenced both the foundations of digital seeding and its implementation mechanisms. This
finding indicates that organizations cannot design effective seeding programs independently of changes
in how consumers obtain information, evaluate products, trust sources, interact with other users, and
participate in content dissemination. As consumers increasingly rely on peer experiences, network
interactions, and user-generated information, organizations must adapt the principles governing audience
selection, content creation, and message dissemination.

The significant effect of organizational capacities and capabilities shows that environmental
awareness alone cannot guarantee effective implementation. Organizations require appropriate analytical,
technological, human, and managerial resources to transform knowledge about consumers and networks
into coordinated marketing action. Notably, organizational capacities demonstrated a stronger direct effect
on implementation mechanisms than environmental changes, suggesting that execution depends
particularly on an organization's ability to mobilize its resources and capabilities. Even when market
changes are understood correctly, weak analytical capacity, inadequate technological infrastructure,
insufficient expertise, or fragmented organizational coordination may prevent effective implementation.

The significant effect of the foundations and logic of digital seeding on implementation
mechanisms confirms the importance of an intermediate strategic layer between environmental and
organizational conditions and operational activities. Effective seeding requires explicit reasoning
concerning which users should initiate diffusion, what type of content should be introduced, which
communication channels should be prioritized, and how users should be encouraged to interact with and
redistribute the message. Without such a coherent logic, digital seeding may deteriorate into isolated
promotional activities that consume organizational resources without generating sustained network
diffusion.

The mediation results further strengthen this interpretation. Environmental changes and
organizational capacities did not influence implementation only directly; part of their effects was
transmitted through the foundations and logic of digital seeding. Thus, organizations first need to interpret
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environmental developments and assess their own capacities and then convert this understanding into a
coherent rationale that guides execution. The partial nature of the mediation indicates that both pathways
are relevant: environmental and organizational factors can directly shape operational decisions while
simultaneously affecting implementation through the development of a more systematic seeding logic.

Overall, the study supports a three-level understanding of brand digital seeding. The first level
consists of external environmental changes and internal organizational capacities. The second level
consists of the foundations and logic through which these conditions are interpreted and transformed into
decision principles. The third level involves implementation mechanisms that translate those principles
into concrete actions. Effective digital seeding therefore requires simultaneous attention to changing
consumer behavior, organizational readiness, and strategic coherence. For firms operating in highly
interactive markets such as cosmetics and personal care, developing these three dimensions in an
integrated manner can improve the likelihood that brand messages move beyond initial exposure and
become part of broader consumer-driven communication networks.
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