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Abstract: The paper analyses the triad of internal marketing (IM), internal communications (IC) and
human resource management (HRM) parallely, which was not the prior interest of
academics (so far only the dyads of those concepts were analyzed). The scopes, overlaps and
differences between the three concepts are analyzed. By combining three before mentioned
concepts a holistic internal marketing philosophy is described. The main conclusions are that
a holistic internal marketing philosophy is grounded in a relationship marketing theory, that
it does not rely solely on traditional marketing concepts and tools, and that it synergizes on
three functional areas (IC, HRM and marketing).
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Introduction

There is no sector existing within the marketplace that does not contain, or rely upon a
service component. Under such circumstances, employees become a critical resource
with a vital role in long-term success (Dunne and Barnes, 2000), through their
involvement and contribution in serving customers and achieving customers’
satisfaction. The proportion of customer-oriented employees in the organization’s
workforce brings a significant difference to its competitive position in the
marketplace (Varey, 2001).

87

* Dubravka Sinèiæ Æoriæ and Nina Pološki Vokiæ are at Faculty of Economics and Business,
University of Zagreb, Zagreb, Croatia.



To have satisfied customers the organization must also have satisfied employees
(George, 1977). Even further, satisfied employees are a precondition for satisfied
customers. As Rosenblunth and Peters (1992 from Ewing and Caruana, 1999) say,
the needs of the customer should come second to those of employees, as customer
needs will only be successfully met after those of employees have been satisfactorily
met.

The idea of satisfied employees for the benefit of satisfied customers is accepted
and developed by both academicians and practitioners, through the concepts of
internal marketing, internal communications and human resource management.
Having that in mind, two objectives of this paper emerged:

(1) to define scopes, overlaps and differences between concepts of internal
marketing (IM), internal communications (IC) and human resource management
(HRM) parallely – Academics so far have dealt with dyads of those concepts. For
example, the possibility of human resources and internal communications
coexistence (Buffington, 2004), integration of human resource and marketing
functions (Glassman and McAfee, 1992), and using marketing approaches to
improve internal communications (Spitzer and Swidler, 2003) were studied. The
triad of IM, IC and HRM is a subject that to date has not received any attention, and

(2) to analyze the roles of the three concepts in determining a holistic internal
marketing philosophy that combines three before mentioned concepts – To date the
majority of researchers have been explaining internal marketing depending on their
specialization. A holistic approach is missing and therefore a new direction is needed.

Theoretical Background

The three concepts – IM, IC and HRM, are analyzed and described in terms of their
definitions, objectives, activities, and position in organizations. More attention is
given to internal marketing, as this area is not unanimously defined.

Internal Marketing

The standpoint of internal marketing is that employees of an organization are its first
market. Hence, the concept of internal marketing is based on the idea of employee as
customer. Among the first who advocated that idea were Sasser and Arbeit. In their
opinion internal marketing holds that personnel are the first market of a service
organization (Sasser and Arbeit, 1976).
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The definitions of internal marketing vary to a great extent. The literature analysis
revealed that it is possible to classify them according to their scope and dominant
perspective into four groups, as depicted in Table 1.

Table 1: Four groups of internal marketing definitions

Dominant perspective Representatives Definitions

IM as a mere

synonym of HRM

MacStravic (1985
from Dunne and

Barnes, 2000)

IM encompasses the efforts of an organization to recruit,
train, motivate and reward its members toward more

satisfying marketing behavior.

Grönroos (1990 from

Varey, 2001)

IM is a management philosophy that provides managers
with an understanding and appreciation for the roles of
employees in the corporation, requiring that they have a

holistic view of their jobs.

Varey (2001)

IM is continuous training to enhance the service providers’
knowledge of their services and capabilities, their
awareness of market opportunities and their marketing

skills (p. 217).

Kotler (2003)
IM is a task of hiring, training, and motivating able

employees who want to serve customers well (p. 23).

Tsai (2008) IM is one action of HRM to keep excellent staffs.

IM as a usage of
marketing techniques

in internal

marketplace

Reardon and Enis

(1990)

IM is the application of persuasion strategies, both novel
ones and those common to external marketing, to convince
people in-house that they are connected to the customer (p.
376).

Reardon and Enis
(1990)

IM is the employment of the same skills that are employed
in external marketing to market in-house, in order to
persuade employees that they are vital links in the
production-customer satisfaction chain (p. 379).

Piercy and Morgan
(1991 from Rafiq and

Ahmed, 1993)

IM is the development of marketing program aimed at the
internal marketplace in the company, by using the same
basic structures used for external marketing (p. 84).

Gilmore and Carson
(1995 from Varey,

2001)

IM is the spreading of the responsibility for all marketing
activity across all functions of the organization, and the
proactive application of marketing principles to ‘selling
the staff’ on their role in providing customer satisfaction
within a supportive organizational environment (p. 300).

Ozretiæ Došen (2004)

IM encompasses internal market research and
segmentation, internal product policy, internal pricing,
internal sales and distribution, and internal communication
and promotion.

Joshi (2007)
IM focuses on marketing concepts and theories that can be
adopted, applicable to the internal customer (employee) (p.
29).
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IM as a precondition
for satisfied external

customers

Greene, Walls and

Schrest (1994)

Ballantyne (2000)

IM means applying the philosophy and practices of
marketing to the people who serve the external customer
so that the best possible people can be employed and

retained and they will do the best possible work.

IM is a strategic approach to challenging both the attitudes
and behavior of staff towards an understanding of the

centrality of the customer (p. 47).

Varey (2001)

IM can be seen as a management approach that enables
and motivates all members of the corporation to examine
their own role and communication competence and to
adopt a customer consciousness and service orientation
(which requires an interest in the problems of customers),
whether front-line service performers or back-office
service support workers, to meet the needs of external
customers through a commitment to the corporation’s
goals (p. 214-215).

Varey (2001)
IM can be seen as a means of promoting marketing
orientation (p. 218).

Kotler (2003)
IM must precede external marketing because it makes no
sense to promise excellent service before the company’s
staff is ready to provide it (p. 23).

Joshi (2007)
IM is the application of marketing tools, techniques and
tactics inside an organization to instill customer-focused
values (p. 30).

IM as a source of
competitive

advantage

Hales (1994 from
Varey and Lewis,

1999)

IM is aimed at the attraction, retention, and motivation of
‘service-minded’, ‘customer-conscious’ employees to aid
the perceived service quality and effective external
marketing of the enterprise as a way to competitive

advantage.

Ballantyne et al.
(1995 from

Ballantyne, 2000)

IM is any form of marketing within an organization which
focuses staff attention on the internal activities that need to
be changed in order to enhance external market place

performance.

Objectives and activities of internal marketing were also discussed by many
researchers, as revealed in Table 2. As a consequence of different dominant
perspectives when defining internal marketing they differ a lot. This suggests that (1)
there is no consensus between researchers, which implies that the field is relatively
new, and that (2) a further consolidation of views is needed.
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Table 2: Objectives and activities of internal marketing

Authors Objectives/activities

Arndt (1979 from
Varey and Lewis,

1999)

Three major tasks for internal marketing are: (1) the dissemination of information to
and from all internal groups involved in or affected by the marketing activities, for the
efficient implementation of marketing decisions; (2) the development of competence,
especially important where ‘the organization is the product’ (i.e. in service business);
and (3) the development and maintenance of incentive and motivation systems which
reward marketing performance.

MacStravic (1985
from Dunne and

Barnes, 2000)

Two primary focuses of internal marketing are: (1) it is designed to complement
external strategic marketing efforts through the facilitation of personal interaction
between staff and internal clients. These interactions are instruments for encouraging
customer attraction and satisfaction; (2) more fundamentally, it serves to develop and
maintain motivated and satisfied work force that contributes to the organizations
external and strategic marketing objectives, as well as to quality, productivity and

efficiency.

Compton et al.
(1987 from Dunne

and Barnes, 2000)

The objectives of IM initiatives are: (1) to help employees understand and accept the
importance of the interactions with the customer and their responsibility for the total
quality and the interactive marketing performance of the firm; (2) to help employees
understand and accept the mission, strategies, goals, services, systems and external
campaigns of the firm; (3) to continually motivate the employees and inform them
about new concepts, goods, services and external campaigns, as well as economic

results; and (4) to attract and keep good employees.

Grönroos (1990
from Dunne and

Barnes, 2000)

The purpose of IM is to motivate employees toward service-mindedness and
customer-oriented performance by an active marketing-like approach, where a variety

of activities are used internally in an active and coordinated way.

Gilmore and Carson
(1995 from Dunne

and Barnes, 2000)

The range of IM activities includes: (1) the internal and external marketing interface;
(2) the application of the marketing mix to internal customers; (3) the use of marketing
training and internal communication methods to sell the staff on their role within the
organization; (4) the involvement and empowering of staff to allow them to make
decisions in relation to dealing with customers; (5) the development of managers and
employees’ role responsibility and cross-functional participation; and (6) the
functional responsibility of the organization for internal marketing integration.

Ewing and Caruana

(1999)

The main objective of the internal marketing function is to obtain motivated and
customer conscious personnel at every level, since the internal marketing concept

holds that the organization’s personnel are the first market of a company (p. 18).

Varey (2001)

The duty of IM is to develop employee awareness of their roles and help them to
commit to active participation in the marketing or exchange process, i.e. to make the
corporation more marketing-oriented (p. 214). IM has a role in reducing conflict
between the functional groups of the corporation by eroding barriers through improved
sharing of information and alignment of objectives around external customer
satisfaction and marketing principles (p. 221).

Views on organizational responsibility for internal marketing are diverse. Rafiq
and Ahmed (1993) state that there are marketers who assume that marketing should
be the lead department in implementing internal marketing programs, although this
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could be a potential source of inter-functional conflict. They suggest that strategic
management is responsible for implementing internal marketing, because this
indicates to employees the level of organizational commitment to internal marketing.
Ballantyne (2000, 58) suggests that marketing department may provide leadership
for internal marketing, but that ‘the recurring cycle of activities demands
collaboration between departments’. Same is acknowledged by Dalton and Croft
(2003, 66), who state that the ‘additional complication with internal marketing is that
the delivery is not concentrated in one function or department’.

Finally, it is important to stress that the concept of internal marketing is not
limited to the ‘front-line’ customer service staff alone (De Bussy et al., 2003). Even
the employees who do not interact directly with customers may impact upon
perceived service quality because they directly influence the service providers
(George, 1990 from De Bussy et al., 2003). Only if all employees are customer
oriented they become a value-added component of the service and product offering.

Internal Communications

Management nowadays needs to give the internal audience equal attention to those
external to the organization (Wright, 1995 from Dolphin, 2005), and
‘communications professionals have to recognize the importance of integrating the
internal message with those messages communicated externally’ (Dolphin, 2005,
185).

Internal communications can be defined as transactions between individuals and
groups in organizations at various levels and in different areas of specialization
(Frank and Brownell, 1989 from Dolphin, 2005). Kalla (2005, 304) defines internal
communications as ‘all formal and informal communication taking place internally at
all levels of an organization’, while Orsini (2000, 31) defines them as ‘the full range
of ways that people communicate with each other within the organization’.

The role of internal communications is ‘building and nourishing employee
relations, establishing trust, providing timely and reliable information and thereby
contributing to general motivation, particularly in times of change and stress’
(Dolphin, 2005, 171). Spitzer and Swider (2003, 70-71) suggest that effective
internal communications should have three basic objectives: (1) the information that
is communicated to the employee audience is understood and accepted by the
audience with respect to the content, intent, relevance, and merit of the message; (2)
the goals of the communications with regard to motivating, directing, informing, or
gaining the participation of the employee audience is achieved among the majority of
employees; and (3) the end result of an improved internal dialogue is achieving
improvement in one or more of the core success components: product quality, sales,
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profitability, workforce performance and satisfaction, and, ultimately, customer
satisfaction. According to Argenti (1998, 201), the goals of internal communications
in order of their importance are: (1) to create the sense that employees are an
important asset to the organization; (2) to improve morale and foster goodwill
between employees and management; (3) to inform employees about internal
changes; (4) to explain compensation and benefit plans; (5) to increase employee
understanding of the organization and its products, organization, ethics, culture, and
external environment; (6) to change employee behavior toward becoming more
productive, quality oriented, and entrepreneurial; (7) to increase employee
understanding of major health/social issues or trend affecting them; and (8) to
encourage employee participation in community activities.

Activities or responsibilities of internal communications are many. Dalton and
Croft (2003, 65-66) number the following: planning and executing effective internal
communications (e.g. measuring employee view and acting on such feedback,
sharing information more widely and ensuring senior management visibility);
protecting and championing the desired corporate culture; ensuring a continuing
supportive role by the HR department; empowering employees (e.g. encouraging
self-managed teams, monitoring and continuously improving measurement
assessment, reward and recognition systems); and enhancing internal relationships
and learning (e.g. establishing internal support networks, encouraging employees to
talk to managers and recognizing examples of successful practice).

In practice there are various combinations to whom the head of internal
communications reports. It could be HR director, head of corporate communications
department, head of PR department, marketing director, or even CEO. The type and
size of the organization, organizational culture, management style, financial
resources, staff, what the organization expects or demands from the function, or the
volatility of the business environment may decide these approaches (Kitchen, 1997
from Dolphin, 2005; Buffington, 2004).

Human Resource Management

Human resource management as a specialized function in organizations began to
grow around 1900s (Mathis and Jackson, 1988). However, the decade of the 1980s
brought a serious transformation in the practice and study of human resource
management. In the 21st century, ‘in a world in which all work is knowledge work
and intellectual capital is crucial for economic success, it is logical that the ability to
attract, retain, and use the talents of people provides a competitive edge’ (O’Reilly
and Pfeffer, 2000, 257).
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HRM is commonly defined as a ‘process of acquiring, training, appraising, and
compensation employees, and attending to their labor relations, health and safety,
and fairness concerns’ (Dessler, 2005, 4), and as a ‘strategic and coherent approach to
the management of an organization’s most valued assets – the people working there
who individually and collectively contribute to the achievement of its goals’
(Armstrong, 1999, 3). Hall and Goodale (1986, 4) add that HRM is a ‘process of
bringing people and organizations together so that the goals of each are met,’ with the
aim of the ‘optimal degree of fit among the four components – the environment,
organization, job, and individual’.

The overall goal of HRM is to enable organizations to be successful through their
people. More extensively, according to Armstrong (1999, 4) HR aims are to: (1)
provide a range of services which support the achievement of corporate objectives as
part of the process of running the organization; (2) enable the organization to obtain
and retain the skilled, committed and well-motivated workforce it needs; (3) enhance
and develop the inherent capacities of people – their contributions, potential and
employability – by providing learning and continuous development opportunities;
(4) create a climate in which productive and harmonious relationships can be
maintained between management and employees and in which feelings of mutual
trust can be developed; (5) develop an environment in which teamwork and
flexibility can flourish; (6) help the organization to balance and adapt to the needs of
its stakeholders (owners, government bodies or trustees, management, employees,
customers, suppliers and the public at large); (7) ensure that people are valued and
rewarded for what they do and achieve; (8) manage a diverse workforce, taking into
account individual and group differences in employment needs, work style and
aspiration; (9) ensure that equal opportunities are available to all; (10) adopt an
ethical approach to managing employees which is based on concern for people,
fairness and transparency; and (11) maintain and improve the physical and mental
well-being of employees.

Means of achieving HR goals are various HR functions or activities.
Bahtijareviæ-Šiber (1999) groups them into the following: strategic human resource
management, human resource planning, job analysis, recruitment and selection,
performance management, motivating and compensating, training and development,
career management, creation of adequate organizational climate and culture, health
and safety issues, labor relations, and employee services.

The HR practice is very well developed and present in contemporary
organizations. Most of them have a stand alone department responsible for HR
activities, led by HR director, and employing HR professionals.
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The Relation between Three Concepts

The three concepts (IM, IC and HRM) are firstly compared in pairs. Secondly, their
common characteristics and main differences are given.

The Relation between IM and HRM

The literature provides evidence for four different points of view regarding the
relation between IM and HRM:

(1) The important role of internal marketing is to foster effective human resource
management (Ewing and Caruana, 1999), which implies the subordinate position of
IM in relation to HRM.

(2) The major thrust of the internal marketing concept should be to ensure
employees’ feeling that management cares about them and their needs (Ewing and
Caruana, 1999, 20), since HRM is not proficient enough, which implies the
subordinate position of HRM in relation to IM.

(3) IM is obsolete in organizations that have a good HR practice. For example,
Tansuhaj et al. (1991 from Foreman and Money, 1995) suggest that organizations do
not need to provide IM programs if they pay attention to employee needs and base
management decisions on those needs. In addition, Foreman and Money (1995)
question whether it is always necessary to treat all employees as customers. If the
answer is no, which depends on the nature of the organization, in their opinion there
is no sure case for IM.

(4) IM and HRM overlap to a certain degree, and are equally important. This is
articulated by Glassman and McAfee (1992), Varey (2001), and Dunne and Barnes
(2000, 192) who propose that the concept of ‘human resource as customer’ would
‘best be served through the contributions of both the marketing and human resources
functions as it reflects the common roots of each discipline within psychological
theory’.

The Relation between IM and IC

There are two main conclusions about the relation between IM and IC based on the
literature analysis:

(1) IC are a key component of a wider concept of IM, because ‘internal marketing
covers all contacts with internal stakeholders’ (Dalton and Croft, 2003, 65). As
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Dortok (2005, 337) explains, internal communications ‘need to be undertaken
strategically to encourage employees to a ‘value adding’ attitude’. This is analogous
with the view of Moss et al. (1997 from Dolphin, 2005), that a major part of internal
communications is concerned with updating the front-line personnel so that they can
deliver a quality product or service.

(2) IC excludes IM. The reality in many organizations is that they know more
about their customers than about their employees, although ‘both audiences are
critical to overall business performance’ (Spitzer and Swidler, 2003, 72), which
implies the nonexistence of IM. At the same time, internal communications are the
key to ‘forging strong emotional contracts between individuals and the organization’
(Thomson and Hecker, 2000, 57), and they have the responsibility to ‘promote and
protect the brand to the internal audience’ (Dalton and Croft, 2003, 56).

The Relation between IC and HRM

There are three points of view concerning the relationship between IC and HRM, as
proved by literature review:

(1) IC are a responsibility of HRM, rather than marketing or public relations.
There are a number of reasons for that, including a greater focus on the link between
behavior and business results; an emphasis on leadership, coupled with an
understanding that good leaders need to be good communicators; and the
development of ‘an integrated view of people’ (Anonymous, 2002). One of the
reasons organizations position internal communications under the human resource
department is the thinking that HR department ‘has the best understanding of what
the community inside an organization needs and wants’ (Buffington, 2004, 34). Sims
(1994) agrees, declaring that it is the responsibility of human resource management
personnel to ensure that communications processes are fully functioning and that the
human resource management function should be the primary conduit for open and
integrative communication processes within an organization.

(2) There are no clear boundaries between the fields. For example, Farrant (2003,
14) says that ‘contemporary internal communications work towards winning
people’s participation and involvement in the enhanced achievement of the
organization’s goals’, precisely what HR mission is. Argenti (1998) stresses that
‘more than anything else, communication is the key to getting workers to become
more productive’, while HR experts give evidence that it is one of the HR goals
(Wright, McMahan and McWilliams, 1994; Boxall and Purcell, 2000; Khandekar
and Sharma, 2005). Among the tasks of internal communications, Dalton and Croft
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(2003) number the employee attitude survey, although various employee surveys are
customary HR activities.

(3) HRM and communication skills should be brought together for strategic
advantage (Dolphin, 2005). As Argenti (1996, 80) implies, although many of internal
communications activities can be handled through human resource departments, ‘the
communication itself and the strategy for communicating these ideas must come
from communications experts in the corporate communication function’. Even more,
internal communications should be less a problem for the human resource department
and more an opportunity for everyone to work for the greater good of the whole
organization (Argenti, 1998). The idea of strategic collaboration is supported by
Buffington (2004, 34), who states that human resource department needs to ‘direct
the schedule and the substance of what has to be released, but the communications
department makes sure the language is in an appropriate style for the audience and
decides the medium it will use for delivering the information’. Ideally, both the
corporate communications and human resource departments should have someone in
charge of communications to employees (Argenti, 1998).

Common Characteristics and Main Differences between the Concepts

The three concepts have the following common characteristics: (1) they are all
essential to the achievement of corporate vision, mission, and goals; (2) they are all in
strategic relation to the business results; (3) they all aim and lead towards more
satisfied, loyal and productive employees; (4) they are all based on a win-win
paradigm; and (5) they are all oriented towards the same target group, that is
employees, although they are labeling them differently (internal market or internal
customer for internal marketer; internal audience, internal public or internal
stakeholders for internal communications professionals; and associates or colleagues
for human resource management professionals).

At the same time, there are few considerable differences between the concepts.
Differences, of course, exist in the core activities of the three concepts, and in the
specialization of employees performing those activities. The concepts also differ in
terms of departments responsible for their implementation. Responsibility for
internal marketing is of marketing or HR department; internal communications are
responsibility either of internal communications, corporate communications, public
relations, marketing, or HR department; while the responsibility for human resource
management is on HR department.
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Towards a Holistic Internal Marketing Philosophy: Integrating Internal

Communications, Human Resource Management and Marketing

Concepts

The previous literature review revealed that there are many theoretical contributions
in the area of internal marketing, yet limited number of articles combines internal
marketing with the other two related concepts (human resources management and
internal communications). Instead of insisting on the differences and firm boundaries
between the areas of internal marketing, internal communications and human
resource management, they should be analyzed in terms of their contribution towards
a holistic internal marketing philosophy.

So far the precise definition, characteristics and description of a holistic internal
marketing philosophy was not given. Different authors were on the tract that the
holistic perspective of internal marketing is needed (Table 3).

Table 3: Chronology of contributions to the holistic IM

Authors Contribution

Berry, Hensel and
Burke (1976 from

Wieseke et al., 2009)

Internal marketing must go beyond short-tem marketing training programs and
evolve into a management philosophy that requires multilevel management to
continuously encourage and enhance employees’ understanding of their roles and
organizations.

Varey and Lewis
(1999)

IM represents the convergence of a number of previously separate management
technologies, such as human resource development, employee relations, strategic
management, quality management, corporate communications and macro-marketing
(p. 938).

Varey (2001)
Internal marketing management should be seen as ‘a holistic, systemic and
corporation-wide concept and not solely in the interests of the marketing department’
(p. 222).

Ahmed and Rafiq
(2003)

… IM is holistic … it plays a role in all functions and operations in an organization.
It is a ‘total’ managerial approach for co-ordination and integration … If academics
and managers are to use IM as a means to enhance organizational effectiveness and
functioning they must, themselves, first build a deeper understanding of IM (p.
1186).

Joshi (2007)

Success of the internal marketing depends on the effectiveness of: internal
relationship building, internal communication system, inter and intradepartmental
collaborative efforts and teamwork, and enhancing capabilities, competencies, skills
and knowledge of service employees (p. 34).

Šimberová (2007)

The initiation of an internal marketing programme may be seen to represent a
cultural initiative geared towards reshaping the entire culture within firm. Such
initiative should lead too much greater integration between functional departments
(p. 477)
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Towards the Definition of a Holistic Internal Marketing Philosophy

In the age of relationship marketing, when external relationships are operationally
indistinguishable from internal relationships (Palmer, 1996), it is more appropriate to
introduce the idea of holistic internal relationship marketing – a holistic internal
marketing philosophy. The term ‘internal marketing’ therefore could be used as a
synonym for the internal relationship marketing philosophy, while internal
communications and human resource management should be viewed as key activities
(key functions) in implementing that philosophy. This should, indeed, be the leading
viewpoint in organizations, since (both external and internal) marketing cannot
survive in isolation from other functions. As Gummesson (2001, 45) stresses
‘marketing management theory does not specifically address the dependency
between functions, although many researchers pointed to the inadequacy of
functional silos’. Marketing may be organized as a function (which is common in
organizations), but marketing philosophy is spread throughout the organization. The
same should be true for internal marketing philosophy.

Internal marketing seen as a relationship creates an organization that is built of
networks, oriented towards processes and projects, and imposes interfunctional
dependency. It implies the existence of an internal supply chain, comprising internal
suppliers and customers, as already recognized by Foreman and Money (1995).
Internal exchanges emerge along the value chain and all employees become a part of
a value creation process. In that way, not only employees in contact with external
customers are those who promote the marketing philosophy, rather it is broadened to
all employees (Sinèiæ, 2005). The fact that very often back-office employees ‘see
themselves as disconnected from the customer, so they do not think about their
performance in terms of customer satisfaction’ (Reardon and Enis, 1990, 378) is
consequently eliminated, as the capability of serving customers effectively depends
on both ‘full-time’ and ‘part-time’ marketers (Gummesson, 2001). This is supported
by Thomson and Hecker (2000, 57-58), who state that ‘unless they experience
relationship marketing themselves, internal customers are never likely to understand
or be motivated enough to use the approach to drive all their dealings with external
customers or with other vital stakeholders within and around the organization’.

Taking into account all before mentioned contributions, a holistic internal
marketing philosophy could be defined as the organizational philosophy of
integrative, interdependent and focused efforts of all organizational functions and
employees in promoting and living the idea of high-quality internal relationships for
the purpose of fruitful external relationships, with the final aim of being profitable
and socially responsible organization.
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Dimensions of a Holistic Internal Marketing Philosophy

The table 4 contributes to the better understanding of a holistic internal marketing
philosophy, by comparing old partial and new holistic paradigm of internal
marketing.

Table 4: Evolution of internal marketing paradigm

Dimensions
Old (partial)

internal marketing paradigm

New (holistic)

internal marketing paradigm

Focus Satisfied customers
Successful internal and external

relationships

Dominant approach Specialization Integration

Concepts and tools Mostly classical marketing ones
Convergence of various business

ones

Impetus Marketing department Decision makers

Responsibility Mostly marketing department
All departments working in

unison

Interfunctional dependency Non-existing Existing

Prevailing organizational structure Hierarchy Networks

Task accomplishment
Individuals are encouraged to
perform better individually

Individuals are encouraged to
work as a team

Control Mostly marketing department
Dispersed throughout the

organization

Relation to HR and IC
No collaboration in accomplishing

tasks
Collaboration in accomplishing

tasks

Source: authors

Instead of focusing on solely satisfied customers, a holistic internal marketing is
oriented towards successful internal and external relationships. It requires integration
instead of specialization as a dominant approach in managing organizations, which
includes convergence of various business concepts and tools.

The impetus for such a business philosophy comes from decision makers from all
departments, and not only from marketing managers or marketing department. A
holistic internal marketing philosophy requires all departments working in unison, a
high level of interfunctional dependency, and networks (not the hierarchy) as the
prevailing organizational structure.
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On the operational level, individuals are encouraged to work as a team rather than
to perform better individually, and control is decentralized (dispersed throughout the
organization) rather than centralized in marketing department.

Finally, the holistic internal marketing paradigm implies the collaboration
between HR, IC and IM in accomplishing organizational tasks. There is no doubt that
according to the holistic perspective the accomplishment of tasks without
collaboration between HR, IC and IM leads to underperformance and does not
maximize the organizational output.

Implementation of a Holistic Internal Marketing Philosophy

The drive for a holistic internal marketing philosophy should come from the top
management. The responsibility for its dissemination is on the middle management.
However, the everyday implementation should be the responsibility of all
employees.

As table 4 reveals, the implementation of holistic internal marketing philosophy
requires the involvement of a number of departments working in unison. A
collaborative approach and mutual respect for what each department brings to the
table is needed. Internal marketing cannot and should not be the exclusive
responsibility of any department (corporate communications, human resources
management, marketing or any other). The cross-functional coordination between
departments should be encouraged. Marketing experts, for instance, should be
involved in job analysis, recruitment and selection activities, performance and
compensation management, training and development.

For the successful implementation of internal marketing philosophy, particular
attitudes and behaviors are required. Employees should understand their contribution
to serving customers, the whole organization has to adopt internal marketing
philosophy, organizational culture and management style have to support it, and the
philosophy itself should be aligned with external marketing strategy and
organizational goals.

To sum up, although there are researchers who think that traditional marketing
concepts, principles, models and methods are fully viable to internal markets1,
authors of this paper regard classical marketing concepts and tools inappropriate to
the internal markets2. Internal marketing should be viewed as a management
philosophy, rather than a short-term campaign aimed to boost attention to customers.
It should really be the convergence of a number of previously separate business areas
and techniques, such as strategic management, quality management, human resource
management, corporate communications and customer relationship marketing.
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Conclusion

Successful companies attach great importance to human resource management
(Kravetz, 1988; Ulrich and Brockbank, 2005; Huselid, Becker and Beatty, 2005), and
internal communications (Young and Post, 1993; Farrant, 2003; Dolphin, 2005;
Dortok, 2006), because they are aware of the value of those activities and of strategic
advantage they can bring to the organization. They should also realize that, if they
stream to offer quality products and services to both markets: internal and external, it
is necessary to live the internal marketing philosophy. Despite the increasing interest
among scholars, the IM is implemented in a small number of companies. However, in
the process of evolution, it changed from the company’s effort to satisfy the needs of
the ‘customer-affecting’ personnel (as seen by Sasser and Arbeit, 1976; and Berry,
1984 from Rafiq and Ahmed, 1993), to managing the service-value chain and the
internal relationships between co-workers and fostering a customer priority through
the entire company (as agreed by Grönroos, 1990 from Varey, 2001; Varey and
Lewis, 1999; Gumesson, 2001; Ahmed and Rafiq, 2003).

The body of knowledge on IM, HRM and IC is constantly increasing, but mostly
through normative works, and the proportion of empirical studies remains rather
slim. Marketing scholars have not yet derived a single, unanimous, definition of IM
(Gounaris, 2006, 432), which delays its full implementation in organizations.
Although it can be seen as an obstacle, it can also serve as an opportunity to broaden
the present concept of internal marketing into a holistic internal marketing
philosophy. This philosophy combines all three functional areas (internal
communications, human resource management and marketing), is grounded in a
relationship marketing theory and does not rely solely on traditional marketing
concepts and tools. It represents integrative, interdependent and focused efforts of all
organizational functions and employees in promoting and living the idea of
high-quality internal relationships for the purpose of fruitful external relationships,
with the final aim of being profitable and socially responsible organization.

This paper is one of the first trying to fuse different and commonly detached areas
of internal marketing, internal communications and human resource management in a
holistic philosophy of internal marketing. In order to fully define this philosophy, it is
necessary to conduct empirical researches. Three main future research directions are
evident:

(1) exploration of the existence of internal marketing philosophy in organizations,
i.e. whether internal marketing is really a philosophy spread through the
organizations, whose responsibility it is, etc.,

(2) exploration of the antecedents and prerequisites for internal marketing
philosophy in organizations, both in- and outside the company, and
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(3) exploration of the relationship between the level of existence of internal
marketing philosophy and organizational performance, with the long-term goal of
assessing causal relationship between the two through longitudinal study.

At the end it is needed to articulate that different cultural and business archetypes
may influence all of the above. Therefore crucial role in further development and
verification of a holistic internal marketing philosophy should be given to a constant
interaction between practice and academia.

NOTES

1 See Reardon and Enis (1990); Piercy and Morgan (1991) from Ballantyne (2000); Rafiq and Ahmed
(1993); Gilmore and Carson (1995) from Dunne and Barnes (2000); Forman and Money (1995);
Ballantyne (2000); Dunne and Barnes (2000); Spitzer and Swidler (2003). Same is suggested by Berry
(1984 from Rafiq and Ahmed, 1993), one of the first researchers of internal marketing. He supports the
idea of traditional marketing concepts and techniques in internal marketing, and defines internal
marketing as ‘viewing employees as internal customers, viewing jobs as internal products that satisfy
the needs and wants of these internal customers, while addressing the objectives of the organization’
(Berry, 1984 from Rafiq and Ahmed, 1993, 220).

2 Similar is pointed by Rafiq and Ahmed (1993), who state that there are limits to what can be achieved
by marketing techniques in internal environment: (1) one side in the exchange process (internal
customer) is not sovereign in his/her choice (i.e. internal customer can be forced to buy); (2) the internal
customer cannot be always treated as customer (i.e. internal customer in not ‘always right’); (3) there are
problems in definition of the internal product; and (4) it is not clear how internal customers are paying.
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