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Introduction

Hotel industry has been transformed itself to one of lead-
ing industries of the world. It has got quick developing market 
share. Managers of this industry should provide effective utili-
sation of resources including human with maximum possible 
exploration of available opportunities. Industry has got some 
different characteristics in comparison of other competitive 
industry and therefore it has attracted the corporate manage-
ment styles in some ways. Efficient and effective organisations 
belongs with this industry has got attraction of both customers 
and employees primarily.

The organisations here need to understand the chain of profit 
and service and the process of converting service in profit. The 
employees plays a very important and vital role in delivering the 
process. This is why only employees found major source of sat-
isfaction to the customers and therefore satisfying employees is 
found most important concern in the today’s competitive era.

There is need to start work by paying attention to those who 
are dealing with issues related to customers. To solve these is-
sues and challenges in the settings of services, a new approach 
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has been developed and has proposed a new discipline which is 
called internal marketing. Researchers has recognised internal 
marketing as a way of market and customer orientation. Stud-
ies related to this background revealed that internal marketing 
activities improved organization’s competitiveness and perfor-
mance through influence and creating motivation in employees 
and it would resulted in organisational commitment.

Generally it is said that implementing practices of internal 
marketing in service organizations will prepare these organiza-
tions with greater competencies. It resulted in customer satisfac-
tion while enjoying of competitive leadership. There are many 
global and Indian corporate houses who witnessed the results 
of internal marketing, i.e., Southwest Airlines, Taj Group of 
Hotels, Madhya Pradesh Tourism Development Board, Wipro 
BPO, ICICI Lombard, HTMT Global Solutions etc.

In divergence of previous researches in the field of internal 
marketing, this research tries to study and develop the frame-
work for the impact of internal marketing on organizational 
commitment. Researchers also want to propose mechanism of 
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maintaining such relationship empirically, which is very less in 
context of service industry especially in hotels of India.

Today’s world of shorter service (product) lifecycles, the 
instant transmission of information, it is possible for every 
company to enter the market and make a competition. The or-
ganizations have pertained the role of marketing management 
towards identification and fulfilment of needs and wants of the 
customer. Customer orientation has been identified as ethos 
adopted by organizations for success. It has become increas-
ingly difficult for the organizations in present to maintain their 
market leadership. Increase in the services and aggressive com-
petition has also been major contributor towards the cause. The 
resources and technologies used by the organizations should be 
combined with internal and external customers to develop com-
petency and organizational commitment among employees.

Hotel services as one of oldest commercial activities have 
large market share in delivering various level of services quanti-
tatively and qualitatively to various levels of external customer 
(individuals and companies) successful organizations are those 
that integrate efficient and effective management in internal 
and external dimension through external customer relationship 
management and enhancement of organizational commitment 
among internal customers.

External customer satisfaction cannot be achieved without 
fundamental contribution of the customer-contact, employees 
who provide the service. Selling of any service, there is prime 
importance to build relationship with customer. For building 
a relationship there is need for knowing the employees behav-
iour and how they will be satisfied? This project is undertaken 
to know the employees satisfaction through internal marketing 
practices, to their works in hotels and restaurants in Gwalior. 
The market survey has done in hotels and restaurants.

This research will be of use for managers of hotel to know  §
the dimensions which can be useful for providing better ex-
perience, through employees, to customers.

Internal marketing can help in creating superior experi- §
ence for customers, in the environment of competition. 
Therefore, it is found to be important for the purpose of 
filling gap between industry and academia.

Organizational commitment has indirect relations with  §
overall performance. That is why only it was an important 
issue before researcher. Therefore, it was thought to under-
stand this phenomenon for in depth exploration.

Internal Marketing Conception and the Concept of 

Organizational Commitment in the Literature

Internal marketing

Internal marketing is considered as attempt of organization 
for education, reward and general management of human re-
sources for motivating them to provide better service offerings. 
It is believed that employees constitute as a major tool of better 
performance to the organization. The internal marketing of the 
products in service section which need to satisfy employees‘ 
needs and demands and result in recognizing of the organiza-
tion’s purposes and employees are considered as primary cus-
tomers of the organization.

Ahmed and Raffia (1995) introduced internal marketing as 
execution of the organization’s strategies and used the combined 
word as internal marketing. Price or payments, promotion or 
progress (education, empowering, and communications), work-
ing place or environment and processes (job products) are ap-
plied as indexes of internal marketing by them in their study. 
Performed a study in the field of internal marketing in Malay-
sia and has applied indexes of organizational plans in the form 
of, strategic rewards, internal communications, education and 
development, employment, reward systems, empowerment and 
processes in order to measure and evaluate internal marketing. 
Foreman & Money, in 1995 have utilized internal communica-
tions, education, creating of motivation, empowerment, guid-
ance and organizational incentives as indexes while consider 
internal marketing synonymous with human resources manage-
ment. Lings (2004) has performed a study about the relation 
between internal marketing and job satisfaction in Greece. He 
has used organizational dynamic structure, participatory deci-
sion making, empowering, and being aware of the circumstanc-
es of the working market, internal relations among managers 
and employees, existing of job descriptions in the organization, 
education and organizational rewards indexes in order to evalu-
ate internal marketing.

The definitions reviewed within the literature highlight the 
ability possessed by internal marketing to improve service qual-
ity through an organizational effort. The definitions encoun-
tered within the literature can be categorized according to three 
perspectives, the internal customer, and the development of 
a customer orientation and the theory of internal marketing as 
an implementation mechanism. For the purpose of this paper 
the group will focus on the customer orientation perspective as 
it is relevant in the context of high contact service employees. 
According to Fill (1999), internal marketing communications 
takes different roles in different settings.

An example of competitive understanding would be the 
behaviour of employees (directly involved in sales related ac-
tivities) when sharing competitive information with other func-
tions and using them to take advantage of competitor weak-
nesses (Grönroos, 1981).

Ahmed and Rafiq (1995) proposed IM as a management im-
plementation methodology that is suitable for a diverse range 
of contexts. Recapitulating the involvement of IM in the field 
of strategy implementation this section ones again expands the 
broader scope if IM. Having dealt with employee relations first 
and secondly with market orientation the third pillar explicitly 
does also focus on non-contact employees who influence the 
customer service capabilities through back-office excellence. 
The wider approach in terms of employees and functions and 
the suitable link towards strategic changes requires a more gen-
eralist approach from managers and enterprises. Considering 
the integrative approach between changes and functions IM 
can reach success factors like market orientation, performance, 
service quality and collaborative support for new strategies. 
Referring to Wilson and Fook (1990) the sustainable imple-
mentation of IM tools that facilitate the change process leading 
to competitive advantages requires “to market the marketing 
concept” and function.



212/2014

Varey (1999) has identified a number of themes offering 
a contribution to the development of a more sophisticated and 
valuable conception of internal marketing:

Marketing-oriented service employee management §

The scope, nature and purpose of marketing §

Marketing as exchange §

The political economy paradigm §

Organization as a “domesticated” (internal) market §

The internal market paradigm §

Internal marketing as a social process §

The individual person in an internal market §

A relational perspective on communication §

Empowerment and §

Internal marketing as a new form of industrial relations. §

Varey (1995) concludes that internal marketing as such can 
no longer be understood as a specialist functional approach but 
as a holistic model for market-oriented management that per-
mits a variety of internal change management approaches to 
enhance the operation of the model. He states “The functional 
distinctions of marketing, personnel, and quality management 
are no longer helpful in understanding the complexity of stra-
tegic management of adaptive organizations. Internal market-
ing is not the property of a single functional specialism, but 
includes organizational behaviour, organizational development, 
strategic management, and other areas”.

Ahmed and Rafiq authors of the book Internal Marketing: 
Tools and concepts for customer-focused management suggest 
that authors have many definitions of internal marketing and 
from studying the literature they have highlighted five main 
elements of the concept:

Employee motivation and satisfaction §

Customer orientation and customer satisfaction §

Inter-functional co-ordination and integration §

Marketing-like approach to the above §

Implementation of specific corporate or functional strategies §

Antecedent of internal marketing

The review of the literature indicates that there are a number 
of competing definitions and activates all claiming to address 
internal marketing. In order to check the validity of these com-
peting claims, what is required is a set of criteria against which 
to assess each definition. In 2000, Rafiq and Ahmed identified 
the main element of internal marketing from the analysis of 
literature.

Employee motivation and satisfaction. §

Customer orientation co-ordination and integration. §

Inter-functional co-ordination and integration. §

Marketing-like approach to the above. §

Implementation of specific corporate or functional strategies. §

Kaurav, 2014, in his doctoral study, about internal marketing 
and business performance, found following factors (variables), 

which works as antecedents for practices of internal marketing, 
in settings of services.

Customer orientation §

Leadership §

Marketing communication §

Stakeholders empowerment §
Kaurav (2014), in his very recent study, about preferences of 

internal marketing practices, found six factors which works as 
antecedents for internal marketing.

Trainings of employees §

Performance of organisation §

Strategy of organisation §

Encourage employees §

Vision of organisation §

Roles of organisation §

Organizational commitment

Definitions of the concept organizational commitment in-
clude the description by O’Reilly (1989), “an individual’s psy-
chological bond to the organization, including a sense of job 
involvement, loyalty and belief in the values of the organiza-
tion”. Organizational commitment from this point of view is 
characterized by employee’s acceptance of organizational goals 
and their willingness to exert effort on behalf of the organiza-
tion (Miller & Lee, 2001). Cohen (2003) states that “commit-
ment is a force that binds an individual to a course of action of 
relevance to one or more targets”. This general description of 
commitment relates to the definition of organizational commit-
ment by Arnold (2005) namely that it is “the relative strength 
of an individual’s identification with and involvement in an 
organization”. Miller (2003) also states that organizational 
commitment is “a state in which an employee identifies with 
a particular organization and its goals, and wishes to maintain 
membership in the organization”.

Steers (1977) conducted a study to look into the anteced-
ents and the outcomes of organizational commitment. He found 
that the antecedents (as he proposed) were important and sig-
nificantly related of organizational commitment, for both sam-
ples. These antecedents were divided into three groups, which 
were as follows: personal characteristics, job characteristics and 
work experience. As for the outcomes of the organizational 
commitment, it was found that commitment was strongly and 
positively related to the intent to remain in the organization for 
both samples.

Kaurav (2014), in a very recent study found following five 
factors (variables) works as antecedents for organisational com-
mitment:

Consultations of employees §

Team work of employees §

Educations of employees §

Desire of customers §

Needs of customers §
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Research Methodology
The major objectives for pertaining this research project were:

To develop, standardize and validate the questionnaire 1. 
on internal marketing, which measures the effect of IM 
on OC for employees working with hotels.
To identify the impact of internal marketing on level of 2. 
organisational commitment.

Population for this study was the employees working in ho-
tels and restaurants of Gwalior. As a list of employees working 
with hotels and restaurants was not available with the research-
ers, therefore, it was difficult to utilize a framework for selecting 
samples. Employees who were working with the same hotel for 
minimum last 2 years was preferred for data collection as sam-
ple units. Total sample targeted was 200 individuals from hotel 
and 187 responses were found completely filled and suitable 
for data analysis. Sample technique adopted for the study was 
convenience sampling method for data collection. Data collec-
tion was done from first week of January 2014 to Last week of 
March, 2014 in total three month to complete the survey.

A self-designed structured and tailored questionnaire was 
utilized to conduct the survey. The questionnaire was designed 
on the basis of literature review. Questionnaire was consist of 3 
Sections, where Section A was having 14 questions of organiza-
tional commitment, Section B consisted of 15 questions of in-
ternal marketing. These questions were asked on 5 point Likert 
type scale where 1 stands for strongly disagree and 5 Stands for 
strongly agree. Towards the end of questionnaire Section C was 
asked 6 demographic questions from respondents.

For the purpose of data analysis summated scale was util-
ised. Correlation and regression analysis was performed on the 
mean scores of IM and OC. Ranking was done on high, medium 
and low experiences of IM and OC and independency of data 
was checked through cross-tabulation and chi-square test.

The Impact of the Use of Internal Marketing on 

Organizational Commitment of Employees – 

Results in Gwalior Hotels

Sample profile

There was the designated sample size, which is the number 
of sample units selected for contact or data collection.

In totality 187 respondents were investigated in the study. 
135 males and 52 females participated in the survey. They be-
long to the age group of >18 – 30, > 30 – 50 and >50 was 129, 
30 and 28 respectively. 97 out of them were single and 90 were 
married. Out of total respondents 22 were having qualification 
till school, 123 having UG, 42 having PG degrees in their hand. 
161 individuals were working for 2 – 5 years and only 26 indi-
viduals were working in the same hotel for 5 – 10 years. Major-
ity of respondents, that is, 82 were having 3 – 5 member in their 

family as dependents, 42 were having 1 – 3 and 63 were having 
more than 5 members in their family as dependents.

Measure of reliability

Nunnally (1978; 1988) indicated that new developed mea-
sures can be accepted with an alpha value of 0.60; otherwise, 
0.70 should be the threshold. However, considering the use of 
these scales for the first time in a new culture, the cut off value 
for the alpha coefficient was set up for 0.60 for all the scales 
(self-developed scales).

Table 1. Cronbach’s Alpha reliability coefficient statistics for total scale

Cronbach’s 
Alpha

Number of 
Items

Organization Commitment 0.711 14

Internal Marketing 0.717 15
Source: on the basis of research results, computed by researchers.

It is considered that the reliability value more than 0.6 is 
good and it can be seen that most of the important reliability 
methods applied here, reliability value was higher than the stan-
dard value, therefore, all the items in the questionnaire were 
found highly reliable (refer table 1).

Does IM and OC have relationship?

The first interest of the researchers was to identify whether 
practices of IM have any relationship or association with or-
ganisational commitment at any point of time. Therefore the 
decision has been taken for identifying correlation between 
value between IM and OC. Table 2, reports about the paramet-
ric correlations value. A hypothesis was formed based on this 
relationship.
Table 2. Correlations

Organisational 
Commitment

Internal Marketing

Pearson Correlation 0.762**

Sig. (2-tailed) 0.000

N 187

Sig. (2-tailed) 0.000

**. Correlation is significant at the 0.01 level (2-tailed). 
Source: on the basis of research results, computed by researchers.

A Pearson product-moment correlation coefficient was com-
puted to assess the relationship between internal marketing and 
organizational commitment. There was a positive correlation 
between the two variables, r (185) = 0.985, p < 0.001 (two-
tailed). A scatterplot summarizes the results (Figure 1) Overall, 
there was a strong, positive correlation between internal mar-
keting and organizational commitment. Increases in practices 
of internal marketing correlated with increases in organization-
al commitment in the employees of hotels in Gwalior.

H 
0 
1: There is no significant relationship between internal marketing and organisational 

commitment.
Hypothesis Rejected

P =0.000

H
a 
1: There is positive relationship between internal marketing and organisational 

commitment.
Failed to Reject Hypothesis

P =0.000
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How IM influences OC (Regression analysis)?

Before proceeding for regression analysis, a thought of satis-
fying all the assumptions was accepted by the researchers.
Assumption 1: Measurement of variables: Bothe variable (IM and 

OC) of this study has been measured on continuous scales.
Assumption 2: Linear relationship between variables: Figure 1 of 

the correlations has proved that the variables have linear re-
lationship between them.

Assumption 3: No significant outliers: Outliers detection was al-
ready done and figure also indicate that there was no signifi-
cant outlier in this study.

Assumption 4: Independence of observations: The observations of 
both variables were independent enough. As the value of 
Durbin-Watson is very near to 2, which is 1.87. It indicate 
the independence of observations utilized for this study.

Assumption 5: Homoscedasticity of data: Correlation figure 1, 
have shown the homoscedasticity of the variable with UCL 
and LCL.

Assumption 6: Residuals (errors) of the regression line: Two types of 
diagram Histogram (with a superimposed normal curve) and 
normal p-p plot were drawn and found that residuals of the 
regression line were approximately normally distributed.
It was found the data collected for this study is satisfying 

all the assumptions, therefore, linear regression is interpreted 
further. Table of model summary has come up with one model 
where R=0.762, it suggests about correlations, which has been 
discussed in details. R2=0.580, indicated that internal market-

ing explains 58% of variance of organisational commitment, 
which is satisfactory in this case.

Table 3. Model Summary b

Model R R Square
Adjusted 
R Square

Std. Error 
of the 

Estimate

Durbin-
Watson

1 0.762a 0.580 0.578 0.32921 1.866

a. Predictors: (Constant), mean_im

b. Dependent Variable: mean_oc

Source: on the basis of research results, computed by researchers.

ANOVA table indicated the statistical significance of the regres-
sion model, which is good. P=0.000, which is less than 0.01, and 
indicated that, overall, the regression model statistically significantly 
predicts the outcome variable (organisational commitment).

Table 4. ANOVA a

Model
Sum of 
Squares

df
Mean 
Square

F Sig.

1

Regression 27.745 1 27.745 255.995 0.000b

Residual 20.050 185 0.108

Total 47.795 186

a. Dependent Variable: mean_oc

b. Predictors: (Constant), mean_im

Source: on the basis of research results, computed by researchers.

Figure 1. Correlation patterns between dependent variable (OC) and independent variable (IM)

Source: on the basis of research results, computed by researchers.
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Coefficient table indicated prediction of organisational commitment from internal marketing. It also determines hoe IM con-
tributes significantly (p<.01) to the model.

Organisational Commitment = 0.53 + 0.78 (Internal Marketing)

Table 5. Coefficients a

Model
Unstandardized Coefficients

Standardized 
Coefficients t Sig.

Collinearity Statistics

B Std. Error Beta Tolerance VIF

1
(Constant) 0.529 0.139 3.820 0.000

mean_im 0.781 0.049 .762 16.000 0.000 1.000 1.000

a. Dependent Variable: mean_oc

Source: on the basis of research results, computed by researchers.

Internal marketing significantly predicted organisational 
commitment, b =0.76, t(185) = 16, p <.001. Internal market-
ing also explained a significant proportion of variance in organi-
sational commitment, R2 =0.58, F(1, 185) = 256,p <.001.

How important is IM for OC?

Researchers did classification of respondents for their high, 
medium and low organisational commitment against internal 
marketing practices. Interestingly no respondent were observed 
with high IM and low OC, means low is not possible with high 
IM practices. Similarly with low IM practices none of the re-
spondents were felt low and high organisational commitment. 
Out of 187 respondents, majority 157 were observed medium 
IM practices and have medium organisational commitment.

Table 6. Rank total IM * Rank total OC Crosstabulation

Rank for total OC
Total

High OC Medium OC Low OC
Rank for 
total Internal 
Marketing

High IM 14 8 0 22

Medium IM 1 157 5 163
Low IM 0 2 0 2

Total 15 167 5 187

Source: on the basis of research results, computed by researchers.

Chi-Square test of independence was applied to understand 
whether the IM and OC is having some level of association or 

not and found that the data is not independent, as the results 
of chi-square was significant at 0.05.

Table 7. Chi-Square Tests

Value df
Asymp. Sig. 

(2-sided)

Pearson Chi-Square 104.707a 4 0.000

Likelihood Ratio 64.041 4 0.000

Linear-by-Linear Association 73.082 1 0.000

N of Valid Cases 187

a. 6 cells (66.7%) have expected count less than 5. The minimum 
expected count is 0.05.

Source: on the basis of research results, computed by researchers.

Bilateral histograms were drawn to know the increasing pat-
tern of IM and OC. It is found that increasing practices of in-
ternal marketing lead to increase in organisation commitment 
in males and females equally.

One interesting point to note that organisational commit-
ment was increased till medium level of internal marketing 
practices and started decreasing from higher level of practices. 
This type of observation has never been witnessed in any earlier 
studies in any context even not in global context. This phenom-
enon can be explored further.

Figure 2. Chances of occurrence for IM and OC

Source: on the basis of research results, computed by researchers.



252/2014

Conclusions and Summary
The present study aims to examine the impact of internal 

marketing concept for employees from hotel industry on their 
organisational commitment. Today, internal marketing has been 
considered as an approach for making market orientation of 
employees. Studies related to this background revealed that 
internal marketing activities improved competitiveness of the 
organization.

This piece of research testified the level of association be-
tween IM and OC and found a strong and positive relation-
ship in them. Study also accompanied with the impact analysis 
(regression weights) and found 58% of variance with highly 
impacted OC.

The importance of developing and maintaining relationships 
with customers of service provider (hotels) is generally accepted 
in the literature. A key challenge for researchers is to identify 
and understand how managerially controlled antecedent vari-
ables influence important relationship marketing outcomes. 
The study also expected to make recommendations to business 
managers on the critical role of marketing relationship in do-
ing business, particularly in competitive markets. External cus-
tomer satisfaction cannot be achieved without the fundamental 
contribution of the customer-contact employees who provide 
the service. The study suggests internal marketing is important 
for hotel sector to set up good services. The project is useful 
for the better understanding of the employee’s satisfaction. The 
project encompasses the various satisfactions of employees and 
to know role of internal marketing. This project will also be 

helpful to the manager of hotels in planning a suitable strategy 
for futuristic development of their enterprise.

Limitations of research

Every study, no matter how well it was conducted and con-
structed, has limitations. Despite making sincere efforts, the re-
searchers came across some limitations that would have affected 
the quality of the study. The sample size should be according to 
availability of respondents in that sector, which was indirectly 
a problem to researcher how to find out the exact no of respon-
dents to be in sample size. Limitations of the study include the 
time and cost issues which forced researchers for convenience 
sampling and may not give results with greater generalizability.

Post note

Researchers have strong statistical evidences to prove that 
there is casual relationship between practices of internal mar-
keting and resulted organizational commitment. Hence, the 
researcher has identified various implications for increasing 
managerial efficiency in hotels. Managerial implication of this 
research can be improving performance of all the employees by 
increasing their organisational commitment through implemen-
tation of practices of internal marketing.

Implication for academia is that this study have strong evi-
dences of positive relationship and it can be explored further 
in classes also. By combining managerial and social implica-
tions society would definitely have societal benefits and im-
plications.
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