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Abstract: The study aims to enhance the sustainability of non-profit organizations by analyzing
factors contributing to the adoption of digital marketing by non-profit organizations. For this purpose,
this study presented a research model on digital marketing adoption reflecting the characteristics of
non-profit organizations based on the technology–organization–environment (TOE) framework. The
research model was analyzed using structural equation modeling on a sample of 303 staff members
of non-profit organizations in South Korea. The results of the study suggest that entrepreneurship,
competitive pressures, digital environment change, compatibility, and lack of human resources
have an effect on the adoption of digital marketing in non-profit organizations. The findings can
contribute to helping non-profit organizations better engage in digital marketing activities and,
therefore, strengthen their sustainability by being more efficient in obtaining the financial resources
they need.
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1. Introduction

Non-profit organizations (NPOs) aim to benefit society as a whole or to achieve an
interest group’s purpose instead of seeking profit for owners or shareholders. Types of non-
profit organizations include charitable organizations, social advocacy groups, social welfare
organizations, and foundations. NPOs carry out activities to secure financial resources not
only for the purpose of the organization but also for the survival of the organization. These
activities aimed to obtain financial support from different organizations or institutions,
such as governments, businesses, foundations, or even ordinary citizens. In particular, as
securing resources through donations from ordinary citizens symbolizes the reliability and
transparency of NPOs, many NPOs make strategic efforts to collect donations from ordinary
citizens (Rho 2015). To make these strategic efforts, the necessity of marketing actions to
target customers has been suggested to NPOs for a long time (Kotler 1982). Although
the necessity and application of marketing methods in NPOs have been discussed for
a long time, NPOs’ marketing efforts have traditionally been conducted based on mass
media, such as TV, radio, and newspapers. However, the development of digital marketing
using Internet technology and social media nowadays provides new opportunities for the
marketing activities of NPOs (Krueger and Haytko 2015; Philips 2022).

Digital marketing refers to online-based marketing using digital technologies, such
as the internet, mobile, social media, and search engines, to promote products or services
(Denga et al. 2022). Specific digital marketing techniques include social media marketing,
email and short message service (SMS) marketing, search engine optimization (SEO),
content marketing, and more (Choi and Yoo 2018). This online-based digital marketing is
expected to be advantageous to the marketing efforts of financially disadvantaged NPOs
(Das and Lall 2016) because it is more cost-effective than traditional marketing, such as
television, radio, or newspapers (Durmaz and Efendioglu 2016; Philips 2022). However, the
utilization of digital marketing by NPOs is still low, and little is known academically about
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it. Therefore, the main purpose of this study is to provide data for NPOs to promote the
adoption of digital marketing by identifying factors that influence the adoption of digital
marketing by NPOs. By identifying these factors, recommendations can be made to NPOs
to better engage in digital marketing activities that make them more efficient in obtaining
the financial resources they need.

As academic research on the factors influencing digital marketing adoption is still
scarce (Ritz et al. 2019), and research related to information technology (IT) in NPOs is also
lacking (Zhang et al. 2010), this study proposes and analyzes a digital marketing adoption
model for NPOs, which reflects the characteristics of NPOs based on the theoretical model of
Tornatzky and Fleischer’s (1990) technology–organization–environment (TOE) framework,
which has been most extensively used in IT adoption research in organizations. Through the
analysis of the research model, this study can contribute to strengthening the sustainability
of NPOs and deriving theoretical contributions to the introduction of digital marketing and
practical utilization plans.

2. Literature Review
2.1. Digital Marketing for NPOs

Digital marketing, a new approach to digitally based marketing (Järvinen et al. 2012),
is defined as various promotional activities used to promote and sell a company’s various
services, brands, and products to customers using digital technologies and online channels
(Royle and Laing 2014). In other words, it means marketing activities using all digital
marketing technologies, such as digital tools, platforms, and marketing techniques, includ-
ing online marketing activities using online channels. Over the past half-century, digital
technologies for marketing have been continuously developed, and today, various types of
digital marketing technologies and techniques, such as email marketing, affiliate marketing,
display advertising, pay-per-click, mobile marketing, social media marketing, SMS market-
ing, SEO, search engine marketing, and digital marketing analysis, content marketing, are
actively used in practice (Yasmin et al. 2015; Choi and Yoo 2018). Digital marketing using
these digital technologies provides various advantages over traditional marketing (Durmaz
and Efendioglu 2016). According to Das and Lall (2016), digital marketing has the following
advantages over traditional marketing: greater exposure to customers, cost-effectiveness,
easy measurement of marketing activities through tools such as Google Analytics, customer
engagement through interactive communication, easy redefinition of strategy, better brand
development, and a level playing field. In particular, the level playing field gives small
businesses that do not have the resources to organize marketing campaigns with the same
reach as large organizations the opportunity to implement a variety of marketing strategies
through digital marketing. Therefore, most businesses today, including small businesses,
actively use these digital marketing technologies to reach more customers, increase brand
awareness, and generate leads and sales (Moncey and Baskaran 2020).

In general, NPOs do not pursue the interests of their owners or shareholders but
rather the interests of society or achieve the goals of an interest group. As a result, digital
marketing for NPOs can be used to achieve their goals or survive as an organization rather
than to increase awareness or sales of their products, services, and brands to customers, as it
is for businesses. This means that NPOs can have the opportunity to use digital marketing
to help them achieve their goals by increasing donations, engaging existing and future
volunteers, and communicating their mission and goals to new audiences (Krueger and
Haytko 2015). According to Philips (2022), NPOs can greatly benefit from digital marketing
because it allows them to recruit donors, increase finances, engage volunteers, and fulfill
their goals. Moreover, as NPOs are generally more interested in doing more with less,
digital marketing is effective in raising the awareness of organizations’ causes among their
audiences. Specifically, as digital marketing is based online, it can effectively influence
opinion leaders, politicians, and the general public to push for great changes that benefit an
NPO’s cause. In conclusion, digital marketing can be utilized as a powerful tool for NPOs
to raise awareness, increase financial support, and make an impact on their causes.
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2.2. Characteristics of NPOs

NPOs are entities established for a specific purpose other than generating a profit
for their members, owners, or stakeholders. Typically, NPOs are created to serve a social,
educational, cultural, or charitable purpose (Kenton 2023). Therefore, the first characteristic
of NPOs is that they have a specific social purpose. This purpose is usually reflected in the
organization’s mission statement, which outlines the organization’s goals and objectives.
Through this, members of NPOs have a common goal. The second characteristic of NPOs
is their decision-making structure. NPOs are typically managed by a board of directors
that sets the organization’s strategy and oversees its operations (Miller-Millesen 2003). The
board is usually made up of volunteers who are passionate about the organization’s mission.
On this board of directors, decisions are made on the main points of the organization. This
represents a different characteristic from for-profit companies, in which the major decisions
depend on the chief executive officer (CEO). The third characteristic of NPOs is that they
have limited resources (Lettieri et al. 2004). NPOs generally have limited financial resources
because they do not strive to generate large amounts of revenue. They rely heavily on
donations, grants, and other funds to run their organizations. Therefore, this financial
situation leads to the vulnerability of human resources, and, as a result, they often suffer
from a lack of human and material resources to undertake new work.

Recently, entrepreneurship has drawn attention due to the organizational characteris-
tics of NPOs, as described above (Weerawardena and Mort 2012). Nowadays, entrepreneur-
ship represents an opportunity for NPOs because it allows for identifying new ways to
leverage and achieve goals more effectively. Entrepreneurship encourages members of an
organization to think creatively and identify new ways to solve social problems (Chen 2007).
It can also help to build on this creativity to make the most of limited resources, identify
new funding sources, and diversify revenue streams. Entrepreneurship also increases the
likelihood of collaborating with other organizations, businesses, and government agencies
to achieve organizational goals (Ketchen et al. 2007). Therefore, NPOs operating with an
entrepreneurial mindset are likely to succeed in creating sustainable solutions to social and
environmental problems, which are at the core of their mission. In conclusion, common
goals, a lack of financial and human resources, and entrepreneurship can be considered the
major factors affecting NPOs to carry out new projects.

2.3. Research on IT Adoption in NPOs

Despite the fact that IT has been used successfully in many different types of organi-
zations over the past half-century and that NPOs play a large role in our society, research
on the adoption of IT by NPOs is very sparse (Huang and Karthikeyan 2015). Existing
studies on IT adoption in NPOs are divided into two categories: individual IT acceptance
and organizational IT adoption. As shown in Table 1, studies on individual acceptance
of IT have mainly used the technology acceptance model (TAM) (Davis 1989), the the-
ory of planned behavior (TPB) (Ajzen 1991), the unified theory of acceptance and use of
technology (UTAUT) (Venkatesh et al. 2003), and studies on organizational adoption of IT
have mainly used the adoption model for small and medium-sized enterprises (SMEs) and
the TOE framework (Tornatzky and Fleischer 1990) as the underlying theories. Previous
studies on IT adoption in NPOs have used the adoption model for SMEs as the underlying
theory for NPOs, based on the argument that NPOs have similar characteristics to SMEs
(MacKay et al. 2004). However, the adoption model for SMEs used in these studies is a
model consisting of perceived benefits, organizational readiness, and external pressures,
which was first presented in Iacovou et al. (1995) study based on the TOE framework. In
other words, previous research on IT adoption in NPOs has used the TOE framework as
the primary underlying theory. Therefore, we use the TOE framework as the foundational
theory of digital marketing adoption models for NPOs.
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Table 1. Research on the adoption of IT in NPOs.

Researcher Information Technology Base Theory Target

Napoli et al. (2000) Internet - individual

MacKay et al. (2004) E-commerce Adoption model for SMEs Organization

Zhang and Gutierrez (2005) IT TPB individual

O’Hanlon and Chang (2007) Internet Adoption model for SMEs Organization

Ndubisi (2007) E-commerce - Organization

Carlos Pinho and Macedo (2008) Internet Adoption model for SMEs Organization

Curtis et al. (2010) Social marketing UTAUT individual

Zorn et al. (2011) ICT Institutional theory Organization

Miranda et al. (2016) ERP DOI Organization

Wraikat et al. (2017) MIS - Organization

Wright et al. (2017) SaaS TOE framework Organization

Albanna et al. (2022) Social marketing
applications TAM/UTAUT Organization

The TOE framework is a comprehensive theory related to the adoption of technological
innovation in organizations. TOE refers to the three contexts of an organization that influ-
ence the process of adopting a technological innovation: technological (T), organizational
(O), and external environmental (E). The technological context encompasses all internal
and external technologies within an organization and includes not only the technologies
but also the organization’s processes and equipment holdings. However, much of the
existing research on technology adoption has focused on the attributes of the technology
being adopted as factors in the technological context. The organizational context refers
to organizational characteristics and resources. Existing studies on technology adoption
include not only the structural characteristics of the organization, such as the size and
resources of the company, but also the specific attribute variables of the organization to
be introduced, such as the innovativeness of the CEO (Thong 1999), as organizational
context factors. The external environmental context refers to the external circumstances
surrounding an organization, such as the size and structure of the industry, the company’s
competitors, and the regulatory environment. Existing studies on technology adoption also
include factors such as the development of information technologies, including digital en-
vironmental changes and relationships with the government in the external environmental
context (Oliveira and Martins 2011).

The TOE framework has been applied in studies on general information systems (IS)
in organizations, specific IT/IS adoption, and, more recently, social media adoption in
organizations, which is technically similar to digital marketing, the subject of this study
(e.g., AlSharji et al. 2018; Ali Qalati et al. 2021). In addition, the TOE framework has
also been actively used as a theoretical framework in recent studies of digital marketing
adoption in various organizations (Sharma and Sharma 2023; Ullah et al. 2023; Patil et al.
2022). In particular, Ullah et al. (2023) argued that the TOE framework is particularly useful
for examining the factors that influence an organization’s adoption of new technologies in
a study related to SMEs’ adoption of digital marketing. Therefore, this study utilizes the
TOE framework as a grounded theory.

3. Hypothesis Development

To develop hypotheses, we employ a research model that is based on the TOE frame-
work and reflects on the characteristics of NPOs. The research model posits that variables
in three areas of TOE’s technological context (relative advantage, complexity, and compati-
bility), organizational context (common goals, entrepreneurship, financial cost, and lack of
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human resources), and external environmental context (competitive pressure and digital
environment change) affect NPOs’ adoption of digital marketing. Figure 1 represents the
research model.
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Although the TOE framework defines technology context as all technologies within
an organization, including processes, most studies on technology adoption have used
the characteristics of the technology being adopted as variables in the technology context
(Oliveira and Martins 2011). In particular, since information technologies are generally
innovative, previous studies (Alshamaila et al. 2013; Maroufkhani et al. 2020; Ullah et al.
2023) have used the attributes of innovation from the diffusion of innovations theory
(Rogers 2003). We also propose Rogers’s (2003) innovation attributes of relative advantage,
complexity, and compatibility as variables of the technology context that influence digital
marketing adoption in organizations.

Relative advantage is the degree to which a new technology is perceived to be supe-
rior to its predecessor (Rogers 2003). Generally, people perceive technologies with high
relative advantages as useful because they provide economic benefits, such as increased
productivity or cost savings. Therefore, previous studies have argued that when people
perceive a high relative advantage for a particular technology, they are more likely to
adopt it (Alshamaila et al. 2013; Maroufkhani et al. 2020). Digital marketing can achieve
similar effects at a fraction of the cost and effort of traditional marketing, and it can also
allow for one-to-one marketing and customer personalization that is not possible with
mass marketing, such as TV and radio. These relative advantages of digital marketing are
expected to have a positive impact on the adoption of NPOs’ digital marketing.

H1: Relative advantage is positively associated with the adoption of digital marketing in NPOs.

Complexity is the degree of difficulty in understanding and using a new technology
(Rogers 2003). Rogers (2003) stated that the more people perceive the complexity of a
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technology, the less they intend to use it, followed by resistance to accepting it, which
ultimately acts as a barrier to its adoption. In other words, the complexity of using
technology is negatively related to its adoption.

H2: Complexity is negatively associated with the adoption of digital marketing in NPOs.

Compatibility is the degree to which a new technology aligns with existing organi-
zational values and practices (Rogers 2003). The IT adoption literature has shown that
compatibility has a positive and strong effect on the adoption of new technologies (Kwak
et al. 2023). As the need for digital marketing is generally recognized today, it is expected
that NPOs will find it easier to adopt digital marketing if they perceive it as being in
line with their organization’s purpose, the services they provide, and their organizational
structure and culture.

H3: Compatibility is positively associated with the adoption of digital marketing in NPOs.

In the TOE framework, organizational context represents the characteristics and re-
sources of an organization. We propose the common goal of organizations as a key charac-
teristic of NPOs, entrepreneurship as an organizational characteristic variable, and financial
costs and lack of human resources as resource variables. Since organizational readiness is
important in technology adoption, financial costs and the lack of human resources have
been frequently used as organizational variables in existing TOE framework-based studies
(Iacovou et al. 1995; Kwak et al. 2023).

Common goals represent the degree to which members of an organization strive to
achieve its objectives. Common goals contribute to achieving the organization’s goals by
ensuring that all members of the organization are aligned, collaborate, motivate, and take
responsibility. Thus, if members of the organization have a high common goal, they actively
develop ideas that contribute to effectively achieving the organization’s purpose and are
willing to collaborate to achieve the goal. Generally, NPOs have a special purpose, and
the need for marketing has been suggested as an activity to secure financial resources to
achieve the purpose. Today, digital marketing is emerging as an effective marketing tool
even for NPOs. As a result, NPOs with high common goals are likely to actively accept
digital marketing, which can be a financial basis, to achieve their special purpose.

H4: Common goals are positively associated with the adoption of digital marketing in NPOs.

Entrepreneurship refers to an adventurous and creative spirit that seeks to create,
develop, and manage new business ventures with the goal of achieving success and prof-
itability despite some risks and uncertainties. Since entrepreneurship generally contributes
to taking risks and finding innovative solutions to new opportunities and problems, people
high in entrepreneurship identify opportunities in the market and use their skills, knowl-
edge, and resources to start and grow a business (Polas and Raju 2021). Therefore, people
with an entrepreneurial mindset continuously find ways to improve their businesses and
actively utilize IS and the latest information technologies for this purpose. For a long time,
information technologies have been recognized by entrepreneurs as the tools they need to
manage their businesses effectively, improve decision-making processes, and stay ahead of
their competitors (Harb and Shang 2021). Therefore, people with high entrepreneurship
will perceive digital marketing as a tool that will maintain their organization’s competitive-
ness and bring new opportunities in today’s business environment, and they will actively
utilize it.

H5: Entrepreneurship is positively associated with the adoption of digital marketing in NPOs.

Financial costs are the extent to which an organization feels burdened by the costs
incurred to introduce and operate a new technology (Kwak et al. 2023). In past studies,
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financial costs have been suggested as an important determinant of SME adoption of new
technologies (Kuan and Chau 2001). Although digital marketing requires fewer operating
costs than traditional marketing, the initial investment or operating costs may be a barrier
for NPOs with weaker finances than SMEs. Therefore, financial costs are expected to have
a negative impact on the adoption of digital marketing by NPOs:

H6: Financial costs are negatively associated with the adoption of digital marketing in NPOs.

Lack of human resources is the extent to which an organization lacks appropriate
personnel to introduce and operate a new technology (Kwak et al. 2023). In previous
studies on technology adoption by SMEs with a weak workforce structure, the vulnerability
of human resources was found to have a negative impact on technology adoption (Yoon
et al. 2020). Most NPOs today are financially weak compared to for-profit organizations,
and NPOs can experience problems in securing a specialized workforce to perform digital
marketing activities. Therefore, the shortage of manpower in NPOs is expected to have a
negative impact on the adoption of digital marketing.

H7: Lack of human resources is negatively associated with the adoption of digital marketing
in NPOs.

In the TOE framework, the external environment context refers to environmental
characteristics that can affect an organization’s business. External environmental variables
that have been mainly used in previous TOE framework-based studies are competitive gov-
ernment support, pressure, and digital environment change (Kwak et al. 2023). Although
government support has been used as a major factor in research on technology adoption by
organizations in the past, it is excluded in our model because the Korean government does
not provide support to adopt the digital marketing of NPOs.

Competitive pressure is the degree of pressure from competitors in the industry
regarding competitive advantages such as price, quality, and service (Lee and Yoon 2022).
Previous research suggests that a fiercely competitive environment is an important factor
in determining organizations’ adoption of new IT (Jeon et al. 2006). Today, NPOs are also
fiercely competing to raise donations. In particular, the COVID-19 outbreak has intensified
this competing situation. Therefore, competitive pressure is expected to have a significant
impact on introducing digital marketing by NPOs as a way to raise more donations.

H8: Competitive pressure is positively associated with the adoption of digital marketing in NPOs.

The digital environment change is the degree to which companies recognize the
need to use new information technologies in their industrial environment (Lee and Yoon
2022). As today’s digital-based industry has a great impact on all organizations regardless
of their type or size, changes in the digital environment are emerging as a significant
external environmental factor when all organizations make their major decisions, such as
the introduction of IT. It has become an inevitable reality for NPOs to use online-based
technologies as well. Therefore, changes in the digital environment are expected to have an
important impact on NPOs’ introduction of digital marketing.

H9: Digital environment change is positively associated with the adoption of digital marketing
in NPOs.

4. Research Methodology
4.1. Data Collection

To collect NGO-related data to analyze this research model, we visited the Jeonnam
Social Welfare Association, a representative association of Korean non-profit organizations,
and the Jeonnam Social Workers Association, an association of leaders, to explain this study
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and seek cooperation in data collection. Data were collected online from members of these
associations and their colleagues using a mobile questionnaire. A total of 303 questionnaires
were collected. Among the respondents, 128 were male and 175 were female, with 77.6%
of those in their 40s or older. Among the NPOs that participated in the survey, social
welfare facilities accounted for the majority (83.3%), and about 77% of NPOs had less than
50 regular staff. Descriptive statistics for respondents and NPOs are provided in Table 2.

Table 2. Descriptive statistics of respondents and NPOs.

Measure Value Frequency Percentage

Gender Male 128 42.2
Female 175 57.8

- 303 100
Age 20–29 27 8.0

30–39 47 15.5
40–49 133 43.9

Older than 50 96 31.7
- 303 100

Religion Atheist 100 33.0
Christian 148 48.8
Catholic 37 12.2
Buddhist 18 5.9

- 303 100
Type of organization Social welfare facility 253 83.5

Civil society organizations 14 4.6
Culture and art organization 1 0.3

Charity 3 1.0
Other 32 10.6

- 303 100
Number of staffs 10 or less 53 17.5

11–30 109 36.0
31–50 71 23.4
51–80 42 13.9

81–100 9 3.0
More than 100 19 6.3

- 303 100

4.2. Measurement Development

The measurements for the relative advantage, complexity, and compatibility were
developed by adapting from the study conducted by Lee and Yoon (2022). The measure-
ments for common goals and entrepreneurship in the organizational context were newly
developed for this research. The measurements for financial costs and lack of human
resources were developed by adapting from Kwak et al. (2023). The measurements for
competitive pressure and digital environment change were adapted from Oliveira et al.
(2014) and Yoon et al. (2020), respectively. All the measurements are shown in Appendix A.

5. Results

We employed the partial least squares structural equation modeling (PLS-SEM) tech-
nique to analyze the research model. For analysis using the PLS-SEM, the plspm package
(Sanchez et al. 2013) of open-source software R 3.4 was used in this study.

5.1. Measurement Model

The reliability and validity of the measurement items for the constructs were verified
based on the measurement model calculated through a confirmatory factor analysis (CFA).
As shown in Table 3, the reliability results showed that Cronbach’s alpha values and the
composite reliability (CR) values representing the internal consistency of the constructs
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were all much higher than the recommended value of 0.70 (Bagozzi and Yi 1988). Therefore,
it indicates that there is reliability for all measurement items for the constructs.

Table 3. Reliability.

Construct Item No. C. Alpha CR AVE

Relative advantage 3 0.931 0.956 0.879
Complexity 3 0.861 0.915 0.782
Compatibility 3 0.879 0.926 0.807
Common goal 2 0.936 0.969 0.940
Entrepreneurship 3 0.894 0.934 0.825
Lack of human resources 2 0.877 0.942 0.889
Financial costs 2 0.900 0.952 0.901
Competitive pressure 2 0.876 0.941 0.889
Digital environment change 3 0.819 0.893 0.734
Adoption 2 0.960 0.980 0.962

In the measurement model, when the average variance extracted (AVE) of the construct
is higher than 0.50, the convergent validity of a construct is verified (Gefen and Straub 2005).
As shown in Table 3, the AVE values for all constructs far exceeded the recommended value
of 0.5. The discriminant validity of constructs is confirmed when the correlation value
between constructs is less than the square root of the construct’s AVE (Gefen and Straub
2005). Table 4 shows that all correlation values between constructs are much smaller than
all square roots of AVE.

Table 4. Square root of the AVE and correlations.

Construct RA CM CMP CMO ES CST HR CP DEC AI

RA (0.94)
CM 0.19 (0.88)

CMP 0.71 0.24 (0.90)
CMO 0.42 0.07 0.49 (0.97)

ES 0.54 0.24 0.59 0.68 (0.91)
CST 0.21 0.44 0.26 0.34 0.29 (0.94)
HR 0.09 0.24 0.10 0.18 0.15 0.37 (0.95)
CP 0.19 0.15 0.29 0.32 0.20 0.23 0.31 (0.94)

DEC 0.68 0.21 0.70 0.45 0.44 0.25 0.25 0.44 (0.86)
AI 0.62 0.20 0.74 0.46 0.55 0.17 0.08 0.41 0.69 (0.98)

Mean 5.63 5.00 5.26 5.39 4.94 4.78 5.22 5.47 5.68 5.24
SD 1.37 1.33 1.30 1.23 1.36 1.49 1.47 1.23 1.17 1.43

( ): Square root of AVE. RA: relative advantage, CM: complexity, CMP: compatibility, CMO: common goal, ES:
entrepreneurship, CST: financial costs, HR: lack of human resources, CP: competitive pressure, DEC: digital
environment change, AI: adoption, SD: standard deviation.

5.2. Structural Model

Hypothesis testing was conducted using a structural model that shows the causal
relationship between the constructs of the research model. Figure 2 shows the structural
model for the research model, and Table 5 details the path coefficients, t-values, and
p-values for the structural model.
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Table 5. Hypothesis testing results.

Hypothesis Sign Path Coefficient t-Value p-Value Testing

H1. Relative Advantage → Adoption (+) 0.081 1.163 0.123 Rejected
H2. Complexity → Adoption (+) 0.026 0.465 0.321 Rejected
H3. Compatibility → Adoption (+) 0.368 4.984 0.000 Accepted
H4. Common Goals → Adoption (+) 0.005 0.073 0.471 Rejected
H5. Entrepreneurship → Adoption (+) 0.157 2.180 0.015 Accepted
H6. Financial costs → Adoption (−) −0.070 −1.249 0.106 Rejected
H7. Lack of Human Resources → Adoption (−) −0.093 −2.180 0.015 Accepted
H8. Competitive Pressure → Adoption (+) 0.175 3.398 0.000 Accepted
H9. Digital Environment Change → Adoption (+) 0.267 3.817 0.000 Accepted

Adoption R2: 0.652.

As indicated in Table 5, compatibility significantly affects the adoption with α = 0.000;
however, the relative advantage and complexity have no significant effect on the adoption.
Therefore, H3 is supported, while H1 and H2 are rejected. Entrepreneurship significantly
affects the adoption with α = 0.015, and common goals have no significant effect on the
adoption. Also, the financial cost had no significant effect on the adoption, while the lack
of human resources significantly affected the adoption with α = 0.015. Thus, H4 and H6
were rejected, and H5 and H7 were supported. Lastly, competitive pressure and digital
environment change significantly affect the adoption at α = 0.000. Thus, H8 and H9 were
all supported.

6. Discussion and Conclusions

Discussion points regarding our findings are as follows: First, we found that compati-
bility with the technological context seems to be the most important analyzed factor. This
is consistent with previous studies on technology adoption in organizations (Wang et al.



Adm. Sci. 2024, 14, 10 11 of 15

2010; Alshamaila et al. 2013; Kwak et al. 2023). Moreover, this result expands previous
findings to NPOs as a type of organization with different characteristics from conventional
for-profit organizations in terms of organizational structure, operations, and culture. For
NPO compatibility, this is the degree of fit with organizational characteristics, which seems
to represent a very important factor in the adoption of digital marketing. Unexpectedly, the
relative advantage (Alshamaila et al. 2013; Ullah et al. 2023) and complexity (Maroufkhani
et al. 2020) of the technological context, which have been analyzed as key factors in previ-
ous organizational IT adoption studies, did not appear to affect NPOs’ digital marketing
adoption. According to Yoon et al. (2020), who studied the adoption of smart farms, a low
level of understanding of the introduction of technology underestimates the efficiency of
the technology and is likely not to affect technology adoption. This could also be the case
for NPOs.

Second, as expected, entrepreneurship, as an organizational characteristic of NPOs,
has a significant effect on the adoption of NPOs’ digital marketing. This finding is likely
due to the fact that NPOs face increasing competition for donations, and digital marketing
is an important tool for overcoming it. Highly entrepreneurial individuals are more likely
to actively use digital marketing as a fundraising tool for their organization’s continued
survival because they are sensitive to changes in the external environment. They always
look for opportunities and think and act innovatively to seize those opportunities (Chen
2007). The fact that common goals as an organizational characteristic of NPOs have no
effect on digital marketing adoption may be due to the fact that it is not viewed as a direct
means to achieve organizational goals, even if digital marketing can activate donations and
make financial contributions.

Third, consistent with the findings of Kwak et al. (2023), the lack of human resources
has a negative effect on NPOs’ adoption of digital marketing. This result may reflect
the realistic situation of NPOs, which generally have a weaker organizational structure
and workforce than for-profit companies. This could make it extremely difficult to secure
specialized staff for digital marketing adoption and operations. The insignificant impact of
financial costs contrasts with the findings of Yoon et al. (2020) and Kuan and Chau (2001).
A potential reason is that online-based digital marketing is relatively cheaper than general
IT/IS within an organization, so it does not seem to have a significant impact on NPOs’
willingness to adopt digital marketing. Finally, consistent with the findings of Lee and Yoon
(2022) and Kwak et al. (2023), competitive pressure and digital environmental change in
the external environmental context strongly affected NPOs’ adoption of digital marketing.
As the scale of donations from the general public has been reduced due to the COVID-19
pandemic, competition for donations between NPOs has become more intense. In this
context, adopting digital marketing may be considered a solution for NPOs to overcome
competitive pressure. In addition, online-based digital marketing, which has been actively
embraced by for-profit organizations, has been recognized by NPOs as an inevitable change
in the business environment.

6.1. Implications for Researchers and Practitioners

This study provides the following theoretical contributions: First, most previous stud-
ies on the adoption of innovative technologies, such as IT and IS, have been conducted on
for-profit organizations, and little is known about the introduction of advanced informa-
tion technologies, such as digital marketing, in the field of NPOs. One main theoretical
contribution of this study is to expand and empirically test the factors influencing digital
marketing adoption in other types of organizations that usually receive less attention in
the academic literature. Therefore, the results of this study can be used as a basis for
developing new research models to analyze the factors contributing to the adoption of
new IT in NPOs. Second, given that the importance of entrepreneurship is emphasized
not only in commercial organizations but also in NPOs today, this study hypothesizes
and empirically verifies that entrepreneurship is an important factor in the introduction of
technology in the organizational domain. Identifying entrepreneurship as an important
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factor contributing to NPOs’ digital marketing adoption can serve as a basis for future
studies on technology introduction in various types of organizations.

Based on the results of this study, the practical implications for the adoption of digital
marketing by NPOs are as follows: First, the most important factor influencing digital
marketing adoption in NPOs is compatibility. This suggests that digital marketing tech-
niques and content are more likely to be used if they fit the culture or structure of an
NPO. Therefore, when introducing digital marketing, NPOs need to actively utilize digital
marketing technology suitable for their organizational structure and to develop and utilize
content suitable for the organization. Second, digital environment change and competitive
pressure were found to be the main factors influencing NPOs’ adoption of digital mar-
keting. This implies that online-based digital marketing is perceived as both a threat and
an opportunity, even in NPOs. Organizational leaders in NPOs should provide training
to their staff on digital marketing tools to leverage the benefits of digital marketing to
their organizations. Finally, the lack of human resources was found to have a negative
effect on NPOs’ adoption of digital marketing. NPOs are more financially vulnerable than
for-profit organizations and lack specialized professional staff knowledgeable about digital
marketing tools. Governments and related support organizations should establish policies
to enhance training and secure digital marketing staff for NPOs so that NPOs can achieve
their important social, cultural, and environmental activities.

6.2. Limitations and Further Research

Although our findings suggest significant implications for practitioners of NPOs and
NPO-related researchers, this study includes limitations. First, despite the existence of
various NPOs, such as charitable organizations, social advocacy groups, social welfare
organizations, and foundations, the data for the analysis of this study were mainly collected
from social welfare facilities, and the sample size was rather small. Future studies should
collect more data from different types of NPOs to expand these results to other types
of NPOs. Furthermore, since results may differ from this study depending on the type
of non-profit organization, more in-depth research needs to be conducted. Second, this
study derived the results through a cross-sectional survey of digital marketing adoption
intentions. Actual adoption may differ because it is more complex and dynamic than the
intention of adoption. To provide more realistic implications in the future, longitudinal
studies, including studies on all stages of adoption, are needed. Third, this study adopted
quantitative analysis using survey methods; in the future, combining interview-based
qualitative analysis with quantitative analysis may yield a richer approach to this stream of
research. Finally, this study was conducted among NPOs in one country, South Korea. As
national culture can shape organizational characteristics, future studies may use a cross-
cultural approach comparing samples from different countries to validate and generalize
the findings of this study.
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Appendix A

Relative Advantage

a1. Digital marketing will streamline my fundraising efforts.
a2. Digital marketing is effective in managing donation campaigns.
a3. Digital marketing will improve fundraising.

Complexity
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a4. It would be very difficult to carry out digital marketing.
a5. It will take a lot of effort to do digital marketing.
a6. The knowledge and skills required to perform digital marketing would be complex.

Compatibility

a7. Digital marketing fits well with the activities of my organization.
a8. Digital marketing fits well with my organization’s work style.
a9. Overall, digital marketing is a good fit for modern fundraising.

Common Goals

a10. People in my organization are passionate about pursuing the organization’s common
goals.

a11. People in my organization believe that our shared goals provide valuable benefits to
each other.

Entrepreneurship

a12. Members of my organization choose creative rather than conventional methods to
solve business-related problems.

a13. Members of my organization strive to improve performance by adopting innovative
operational techniques.

a14. People in my organization always try to create new value in their current work.

Financial Cost

a15. The cost of operating digital marketing is a burden to our organization.
a16. Financial difficulties are expected when our organization operates digital marketing.

Lack of Human Resource

a17. My organization lacks the human resources to implement digital marketing.
a18. My organization has fewer people who can utilize computer technologies for perform-

ing digital marketing.

Competitive Pressure

a19. Fundraising competition among non-profit organizations is becoming more intense.
a20. Competitive pressure on non-profit organizations (institutions) is increasing.

Digital Environment Change

a21. Internet-based digital marketing is the wave of the future.
a22. Internet-based digital marketing is being actively used by non-profit organizations.
a23. Digital marketing is an essential fundraising method for non-profit organizations

today.

Adoption

a24. Our organization will adopt digital marketing.
a25. Our organization will actively use digital marketing.
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