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Internal Marketing—The Missing
Half of the Marketing Programme

Nigel Piercy and Neil Morgan

This article examines the use of internal marketing in imple-
menting strategy. The concepts of ‘internal marketing” and the
‘internal customer’ may be applied operationally in two ways.
The internal marketing programme may be seen as a direct
parallel to the conventional external marketing programme,
using the same concepts and elements, and the same process
of customer and segment targetting. Also, the internal market-
ing concept provides a language for analysing organizational
issues such as the impact of organizational power, political
behaviour and corporate culture. The article offers a set of
practical tools for tackling implementation problems. The
practical application of the internal marketing is illustrated in
two company case examples. Also empirical evidence is
presented, which suggests that little attention is currently
given to such issues by U.K. executives, providing a number of
opportunities for management education and development,
consultancy, and research.

In a recent lecture, Tom Farmer, founder and chief
executive of the U.K. car exhaust and tyre company
Kwik-Fit plc, said: ‘in any business there are two
types of customers—internal customers and exter-
nal customers’. This article is based on this idea and
examines the concept of an internal marketing
programme built around external marketing strate-
gies, and aimed at the internal market-place made
up of those internal customers. The origins of our
work are in addressing the problems experienced by
managers in achieving the implementation of their
marketing plans and strategies. These problems
stem from the largely unavoidable fact that market-
ing strategies imply organizational change. The
management of this change process ensures success
in implementing marketing plans and strategies.

The conceptual sources for our paper are several,
and we will discuss these, together with two
company case examples and some empirical survey
darta relating to the practice of internal marketing in
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U.K. firms. First, we will clarity our central
propositions about internal marketing, based large-
ly on our experience in working with executives on
implementation problems. and our consequent
views of the importance of incorporating this
paradigm into strategic marketing. It should be
made clear at the outset, however, that the real
imperative for what follows comes from the
executives with whom we have been working,
rather than academic research of the conventional

type.

The Internal Marketing Gap

Qur focus in analysing this issue is primarily on the
themes of the implementation of marketing plans and
strategies, and the organizational change which is
implied by the implementation of marketing strate-
gies. Our case is expressed in the context of the
marketing function and the implementation of
marketing strategies. However, given the practical
difficulties of distinguishing marketing planning
and corporate/strategic planning in many company
situations, as opposed to the clear distinction in the
textbook, and the apparent similarity of implemen-
tation problems facing business planners generally,
we would claim a broader scope for our paper than
the marketing function alone.

We are clearly not alone in perceiving some urgency
in addressing the themes introduced above. A point
emerging increasingly from various areas of the
literature, and certainly from practical work with
executives, is a dissatisfaction with the links between
the reality faced by the marketing executive in an
organization and the received theory of marketing.
In particular, there is a tendency for the technical
marketing literature to portray marketing decision
making as something isolated from, and indepen-
dent of, the organizational context in which actual
marketing decisions are made. In short, it appears
that our technical literature in marketing 1s lacking a
practical response to the executive's question: ‘we
know what marketing is, but how do we do it?" One
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recent academic analyst has summarized this prob-
lem in the following way:

marketing for a number of years has been long on advice
about what to do in a given competitive or market situation
and short on useful recommendations for how to do it within
company, competitor and customer constraints . . . exper-
iences with both managers and students argue strongly that
these parties are often strategy-sophisticated and implemen-
tation-bound (Bonoma, 1983).

In fact, our view is that the problem is not simply
one of recognizing the implementation issue as a
legitimate area of enquiry, but more fundamentally
that we do not have the relevant language and
conceptual models in the marketing literature to
cope with this issue.

It is quite apparent that it is no longer simply the case
that the implementation issue is ignored by the
marketing literature. A number of recent works
have emerged specifically around this question (e.g.
Ohmae, 1983; Bonoma, 1984, 1985), and even
mainstream textbooks have recognized the need for
‘implementation skills’ (Kotler, 1984) and ‘strategies
of change’ (O’Shaughnessy, 1984). Indeed, the
recent attention given by marketing analysts to the
burgeoning ‘excellence’ literature amounts to an
attack on just this problem (e.g. Saunders and
Wong, 1985; Birley et al., 1987).

The core difhiculty is that even when we have
recognized and accepted the problem expressed
above in the quotation from Bonoma, let alone its
extensions, the marketing literature still lacks the
conceptual framework or analytical tools with
which to attack the issues raised—particularly if we
aspire to a strategy of marketing implementation,
rather than simply ad hoc, tactical responses.

Our proposal in this paper is that some progress can
be made in two respects relating to the problem
identified above. First, we describe a framework for
planning implementation strategies, which is both
readily accessible and which has proved concep-
tually acceptable to executives. Second, by discuss-
ing this framework and its implications, we may
contribute to a perhaps more important goal of
developing a language which legitimizes attention
and resource-use in attacking some of the most
fundamental, though frequently covert, implemen-
tation problems confronting executives. We have
observed executives struggling to face up to the real
barriers within their organizations, which block the
implementation of strategies. In particular, we
suggest, they lack ways of describing the answers to
these implementation problems which do not raise
guilt about talking about such issues as culture,
power and organizational politics in companies. We
conclude that one concrete contribution to em-
powering the ‘change masters’ (Kanter, 1983) or
‘champions’ of strategic change in companies is to
provide a neutral, legitimate language to describe
the actions needed.

Internal Marketing Strategy

The whole ethos of the conventional training and
development of planning executives and market
analysts 1s one of focus on the external environment
of customers, competitors, and markets, and the
matching of corporate resources to market-place
targets. The argument we now present to executives
is that while analysing markets and developing
strategies to exploit the external market-place
remains quite appropriately our central focus, it is
frequently not enough on its own to achieve the
implementation of marketmg strategies.

Our argument is that in addition to developing
conventionally-conceived marketing programmes
aimed at the external market-place, in order to
achieve the organizational change that is nceded to
make those strategies work, there is a need to carry
out essentially the same process for the internal
marketplace within our companies.

The reality in many organizations is that the implicit
assumption made by executives is that marketing
plans and strategies will ‘sell’ themselves to those
whose support is needed. We suggest this is just as
naive as making similar assumptions that, if they are
good enough, products will sell themselves to
external customers. In using this view of the internal
and external aspects of marketing, and developing it
with managers, we have frequently been surprised
that executives who have been trained and devel-
oped to cope with such behavioural problems—
such as, ‘irrational’ behaviour by buyers; the
problems of managing power and conflict in the
channel of distribution; the need to negotiate with,
and persuade, buyers through a mix of communi-
cations vehicles and media; and trying to outguess
competitors—have taken so long to arrive at the
conclusion that these same issues have to be coped
with inside the company. We propose that it is not
acceptable to adopt a ‘don’t blame me’ attitude as a
response to organizational barriers to strategic
change, and the ‘unreasonable’ behaviour of those
who hold different views about the desirability of
that change—we suggest that real commitment to
strategic planning involves a managerial duty of
creating the conditions necessary to permit strategic
change to happen.

In working with managers confronting these issues
we have adopted the concept of ‘internal market-
ing’. This concept was developed originally in the
area of services marketing, where its application has
been primarily in identifying training needs and
culture problems at the point-of-sale of services like
banking, public transport, and the like (e.g. see
Berry, 1981; Gronroos, 1985; Flipo, 1986; Gum-
messon, 1987; Mudie, 1987). We have expanded the
scope of the internal marketing concept in the
following way.

The underlying purpose of what we are calling
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‘internal marketing’ here, is the development of a
marketing programme aimed at the internal mar-
ketplace in the company, that parallels and matches
the marketing programme for the external market-
place of customers and competitors as shown in
Figure 1.

This proposition is based on the simple observation
that the implementation of external marketing
strategics implies change within organizations—in
the allocation of resources, 1n the culture of ‘how we
do things herc’, and even in the organizational
structure needed to deliver marketing strategies to
CUSTOMCT segments.

In practical terms, 1t 1s suggested that those same
techniques of analysis and communication which
we use for the external market-place, should be
adapted and used to market our plans and strategies
to important targets within the company.

The goals of the internal marketing plan arc taken
directly from the implementation requirements for
the external marketing plan, and the sorts of goals to
be pursued, depending on the particular circum-
stances, might include: gaining the support of key
decision makers for our plans—and all that the plans
may imply in terms of the need to acquire personnel
and financial resources, possibly in conflict with
established company ‘policies’, and to get what we
need from other functons like operations and
finance departments; changing the attitudes and
behaviour of employees and managers who are
working at the key interfaces with customers and
distributors, to those required to make marketing
plans work profitably; gaining commitment to
making the marketing plan work and ownership of

the key problem-solving tasks from those units and
individuals in the firm, whose working support is
needed; and ulumately managing incremental
changes in the culture from ‘the way we always do
things’ to ‘the way we need to do things to be
successful” and to make the marketing plan work.

Internal Marketing Programmes

Our view is that the easiest way to make practical
progress with internal marketing, and to establish
what it may achicve, is simply to use the same basic
structures that we use for planning external market-
ing. This suggests that we should think in terms of
integrating the elements needed for an Internal
Marketing Mix or Programme, based on our
analysis of the opportunitics and threats in the
Internal Marketplace, represented by the company
we are working with.

We can model this in the way suggested by
Figure 1, as a formal and legitimate part of the
marketing planning process. It should be noted that
in this model we take the Internal Marketing
Programme both as output of the marketing
planning process and the External Marketing Pro-
gramme, but also as an input, i.e. constraints and
barriers in the internal market-place should be
considered as a part of the marketing planning
process at both strategic and tactical levels.

For this reason we suggest the iterative relationship
shown below:

Planning Process
B

Internal Marketing «—————External Markcting

Mission
Objectives

Marketing
Tactics

Strategic Audit

Internal Marketing

External Marketing

* Communications
* Distribution

Key Target Groups
in the Company

Programme Programme
* Product -+ > * Product
* Price * Price

* Communications
* Distribution

Key Customer
Segments

Figure 1. Marketing planning
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The planning process may define an external
marketing programme in the conventional way,
and less conventionally an internal marketing
programme needed to make it happen. However, at
the same time it may be that internal barriers suggest
that some external strategies are not capable of being
implemented, and we have to feed back into the
planning process the message that some adjustments
are needed (Piercy and Peattie, 1988). On the other
hand, our analysis of the internal market may
suggest new opportunities and neglected resources
to exploit, which impact on our external marketing
plan and thus on the planning process. What we are
trying to make explicit for executives is the need to
balance the impact of both internal and external
market attributes on the assumptions made in
planning.

The structure of such an Internal Marketing
Programme can be presented in the following
terms:

(a) The Product. At the simplest level the ‘product’ is
the marketing strategies and the marketing plan in
which they are contained. However, what is
implied is that the product to be ‘sold’ is those
values, attitudes, and behaviours which are needed
to make the marketing plan work. These hidden
dimensions of the product may range from
increased marketing budgets, to changed control
systems and criteria used to evaluate marketing
performance, to changed ways of handling cus-
tomers at the point of sale.

(b) The Price. The price element of the internal
marketing mix is concerned with what we are
asking our internal customers to ‘pay’, when they
buy into the product and the marketing plan. This
may include the sacrifice of other projects which
compete with our marketing plan, but more
fundamentally the psychological cost of adopting
different key values, and changing the way jobs are
done. The price to be paid by different parts of the
internal marketplace, if the marketing plan is to be
implemented successfully, should not be ignored as
a major source of barriers and obstacles.

(c) Communications. The most tangible aspect of the
internal marketing programme is the communi-
cations media used to inform and to persuade, and to
work on the attitudes of the key personnel in the
internal market-place. This includes written com-
munications—such as plan summaries and reports
—but also face-to-face presentations to individuals
and groups who are important to success of the plan.
Broadly we should remember that to assume that
simply ‘telling’ people will get them on our side is
likely to be as naive inside the company as it is
outside. We suggest it is important to consider the
full range of communications states and associated
goals, as we would with external customers, and we
should not forget to budget the time, and financial
costs which may be associated with these activities.

(d) Distribution. The distribution channels element
of the mix 1s concerned with the physical and socio-
technical venues at which we have to deliver our
product and its communications: meetings, comni-
mittees, training sessions for managers and staff,
seminars, written reports, informal communi-
cations, and so on. Ulumately, perhaps the real
distribution channel lies in human resource manage-
ment, and the lining-up of training. evaluating and
reward systems, and recruitment behind marketing
strategies, so that the culture of the company
becomes the distribution channel for internal mar-
keting strategies.

Finally, as with the external marketing programme,
we should not neglect the importance of measuring
payoffs wherever possible. This mav be in terms of
such criteria as people’s attitudes towards the
marketing plan and their commitment to putting it
into practice, or customer perceptions of our success
in delivering our promise to them.

In fact, this internal marketing structure also
provides a practical route to operationalize what we
have referred to as the "power and politics of
marketing’ (Piercy, 1985). It has to be admitted to
executives that planning an Internal Marketing
Programme may achieve no more than making
explicit the barriers they face and the reasons why
implementing marketing plans is problematic. We
suggest this alone is a step forward, but the model is
capable of achieving greater operational leverage in
the following way.

We were seeking a way to unpack the practical
implications for executives of the Cardiff Business
School ‘Market-Led Strategic Change’ research
programme (Piercy, 1991). Various projects in this
programme have examined: the organization of
marketing departments in a variety of industries and
the implications for the power of marketing
executives to ‘make things happen’ (e.g. Piercy,
1986; Piercy, 1989; Piercy and Morgan, 1989b;
Morgan, 1989); the intervention of power and
political behaviour in operation of decision making
process in marketing resource allocation and plan-
ning (e.g. Piercy, 1987a—c; Piercy and Morgan,
1989a); and, the role of information control in
shaping the company’s view of its world and the
hidden significance to executives of information
‘ownership’ (e.g. Piercy and Evans, 1983; Morgan,
1989; Piercy, 1989b,c). The findings of this work are
directly relevant to implementing marketing, but
tend to raise barriers of ‘rationality” and ‘respect-
ability’ when presented to executives.

One crude device we have developed to encourage
managers to go beyond the superticial aspects of
how their organizations work in planning Internal
Marketing is to distinguish between a level of
rational analysis, which is primarily about tech-
niques and systems, and the level of power and
political analysis, in the wayv suggested by Figure 2



86 Long Range Planning Vol. 24 April 1991
POLITICS
- Who Has
POWER / Influence?
RATIONAL -Who Runs this
Organisation?
- Techniques
- Systems
/ Y
Structure Process
lnternal' - Status - > Information
Marketing Participation Culture

Figure 2. Internal marketing strategy

(Piercy, 1987c). This can have the effect of widening
the debate from simply the presentation of the plan
to the company to the more difficult and covert
issues of power and culture in companies in the way
shown.

The most important point is that this structure can
then be mapped onto the Internal Marketing model
as suggested by Figure 3. At the rational level, for
example, the ‘product’ is the marketing plan or
strategy, but the additional dimensions suggested

are the implied changes in culture and environmen-
tal perceptions and the status of others in the
company, while at the most covert level the
‘product’ implies changes in the individual’s role or
job design which are needed to implement the
marketing strategy. Similarly, the ‘price’ people are
asked to ‘pay’ starts simply as the alternative
opportunities given up, but at deeper levels involves
the status and loss of control they may feel, and the
psychological adjustment to strategic change
required of others in the company.

INTERNAL
MARKETING
PROGRAMME RATIONAL POWER POLITICAL
* Product Marketing New Strategic Individual's
Plan Direction — Job, Status
Culture, Role,
Environment
* Price Opportunities Loss of Control, Psychological
Given Up Status, Adjustment
Initiative to Change.
* Communications | Information / Sponsorship by / Persuasion
Research ‘ Key Players. Influence
Support Commitment. Image
Agenda-setting Choice of
criteria
* Distribution Written Plan Participation Informal
Presentations Company 'Rules’ Communications
Social
Interaction

Figure 3. Levels of internal marketing
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We have found that in a workshop setting these
models are valuable in helping managers to isolate
the real nature of the practical obstacles they face,
and to develop specific targets for the Internal
Marketing Programme. We would not claim that
the models are exhaustive conceptualizations, but
merely aids to practical analysis. Our experiences in
working with executives using these conceptual
tools is that some managers have intuitively adopted
an internal marketing approach. The advantages of
making this covert behaviour explicit lies in
sensitizing a wider range of managers to the needs
for internal marketing, legitimizing a concern for
internal targets, claiming resources for such activi-
ties, and feeding back to planners what cannot be
implemented.

Internal Marketing Targets

Again, in cxact parallel with the conventional
external marketing plan, our internal marketing
programme should be directed at chosen targets or
segments within the market.

The choice of key targets for the internal marketing
programme should be derived directly from the
goals of the external marketing programme, and the
types of organizational and human change necded
to implement marketing strategies. The internal
market-place may be segmented at the simplest level
by the job roles and functions played by groups of
people, e.g. top management, other departments,
and marketing and sales staff. Alternatively, we
might look beyond job characteristics and look at
the key sources of support and resistance to the
external marketing plan which arc anticipated, to
identify targets for reinforcement, or for persuasion
and negotiation. Perhaps at the deepest level we
might choose our targets on the basis of the
individual’s attitudes towards the external market
and customers, and the key values thatare commun-
icated to customers, together with peoples’ career
goals.

We sce the links made above as synergistic for two
main reasons. First, the internal marketing para-
digm provides an easily accessible and ‘user-
friendly’ mechanism for executives to analyse the
organizational issues which need to be addressed in
implementing marketing strategies. Quite simply
concepts of marketing programmes and targets are
familiar to marketing executives. The second point
is that the internal marketing paradigm provides a
language which actually legitimizes focusing atten-
tion on issues like power, culture and political
behaviour which appear qulte often to be avoided
by executives as somehow ‘improper’.

Case Examples of Internal Marketing
Strategy

We have adopted the internal marketing model
described above in working with managers in

various practical workshop settings, using the
‘rational-power-politics’ model to structure the
problems and barriers faced in implementing mar-
keting plans, and the ‘internal marketing pro-
gramme’, as a structure for planning what to do
about those problems. We have not yet undertaken
any systematic evaluation of the effectiveness of the
approach, but certainly have found marketing
executives to welcome the models as planning
techniques.

Some concrete examples from our own work
should make clearer how these approaches can be
used in different situations. Table 1 summarizes a
‘top-down’ case where we were working through
the chief executive and his central management
team in a medium-sized financial services organiza-
tion in the U.K., and Table 2 summarizes a
‘bottom-up’ application, where we were dealing
with a group of middle managers in a large, high-
technology manufacturing organization.

In the first case the strategic goal was the integration
around key customers ot selling efforts by the retail
banking units and the finance company ofhices in
different divisions of the same financial services
organization. The desirability of this strategy was
well-known in the company and had frequently
been included in the group marketing plan. Little,
however, had ever happencd as a result of this.

The analysis shown in Table 1 shows that while
there were practical barriers to implementing the
strategy at a ‘tactical’ level 1ss1
earnings, the need for better market intformation,
and so on—there are far more substantial but covert
blockages implicit in the culture of the organization.
The new strategy would have a substantial impact
on the power of decentralized managers compared
to the centre, and would substantally change the
cvaluation and carnings prospects of managers. In
this area the main weapon was overt and energetic
sponsorship by the chief executive—aimed at both
divisional and branch management.

More intractable still were the political barriers
represented by the costs to managers ot collaborat-
ing closely with divisional counterparts historically
perceived, at best, as competitors—a cultural barrier
made worse by diftferences in ethnic and educational
background and protessional training between the
divisions. The approach taken here hinged on the
formation of joint planning and problem-solving
teams, and the redesign of the management inform-
ation system to allow clear measurement of the
implementation and success of the new strategy.
Progress with implementing the strategy continucs
in this company-—with some remaining conflicts
and break-downs. Success 1s dithicult to evaluate but
recent discussions with branch managers suggest
awarcness of what they themselves describe as a
change in the ‘culture’ of their company, and quite
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tangible operational changes in how the two
operating divisions work together.

The second case, summarized in Table 2, involves
the efforts by a group of middle managers to
introduce and implement a market-focused strate-
gic plan for a particular customer industry. The
background was that the company was a large,
divisionalized computer company, and was domi-
nated by its technology. The way it did business was
to sell "boxes’—and the more it could sell of a
particular box the better. The [T-user is, however,
becoming slowly more sophisticated and demands
customized products, both hardware and software,
and a high service level from suppliers, both before
and after purchase. The company had at one time
dominared the industry-market in question, but had
almost wholly lost this position in recent vears.

An experienced middle manager had been asked by
his Divisional Director to produce a strategy to
regain this market for the company, and had been
given 12 months off his line post to achieve this. He
had gathered as a planning team a group of middle
level managers from various divisions, who shared
to a greater or lesser extent his enthusiasm for the
industry in question. Their strategy consisted of the
development and launch of a range of industry-
specific products, offering customers an [T-solution
to their problems, backed by industry specialists in
selling and service, and an industry-based advertis-
Ing campaign to overcome CustOmer perceprions
that the company had ‘abandoned’ this market.

At the ‘rational” level it was clear that this vertical
marketing strategy ran counter to the company’s
normal product-based marketing, and to the goals
of the production units. However, at a deeper level
the Business Unit structure of the company also ran
counter to adopting the strategy. The new strategy
was seen by Product Group management as frag-
menting their production schedules, and by Busi-
ness Unit management as diluting their control and
‘stealing’ their resources. This implied the need for
the planning group to ‘soften-up’ their sponsors in
senior management prior to going ‘public’ with the
plan, and to indulge in some lobbying—both
directly and using significant third parties. At a
deeper level than this, the problem seemed to be that
the entrenched interests in the company were
technology-oriented, while the whole thrust of the
new stratcgy was customer-oriented. Attempts
were made to enlarge the planning group into an
Action Planning Team——co-opting Business Unit
and Product Group managers into the team—to
build some commitment for change and joint-
ownership of the problems faced, although this was
dogged by problems of vested interest and defence
of the existing culture. There were also efforts to
introduce more customer-orientation, by actually
having company managers meet customers in
seminars and social events, to try to open communi-
cations about the industry’s IT-problems.
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[t is still relacively early days with this strategy, and
success has been only partml. The industry-specitic
vertical market 1s certainly tirmly on the manage-
ment agenda, and a large advcrtlsmo campaign has
been aimed directly at the mdustry, backed by
industry specialists in selling and service. However,
less has been forthcoming in the provision of
industry-based products. Broadly, however, signifi-
cant progress has been made.

Neither of these cases offers ‘modecl answers’ or
instant success in creating strategic change, but they
do illustrate the types of problems faced, the insights
which can be generated, and the need to make
planning exccutives account for these factors in
developing strategic plans that arc likely to demand
change in their organizations.

It is always dangerous to generalize too much from
specific cases, sO we turn attention next to some
broader survey rescarch we have undertaken con-
cerned with the application of the internal market-
Ing concept.

Discussion ot Exploratory Research
Evidence

We report here some of the preliminary findings
from a recent project,* which was part of the
Cardift Business School programme of research into
‘Market-Led Strategic Change’ (Piercy, 1991).
These data are taken from a postal survey carried out
in the Autumn of 1988, among medium-sized and
large firms in the U.K. We would not wish to claim
that these data are representative of all U.K. firms,
but simply present certain pieces of data about the
position of internal marketing in a sample of 200
companies, where we are studying marketing
planning and effectiveness.

In this sample of U.K. companies very few actually
use the term ‘internal marketing’ at all, let alone
accept 1t as part of the marketing planning process
—of the order of 15 per cent actually used the term.
By contrast the survey evidence does suggest that
the majority of the respondents do implicitly place
some emphasis in their jobs as marketing executives
on internal marketing activities, even though they
are not normally recognized as such. Significant
levels of effort are made by exccutives to ‘inform
others about the content of the marketing plan’, to
‘sell’ the plan to others in the company, including
‘persuading people to accept the plan’, ‘gaining
commitment’, and building the ‘image’ of the
marketing area to facilitate acceptance of the plan.
These activities were aimed primarily at top-
management and at marketing/sales personnel, but
are also recognized by most respondents in the
context of communicating with other departments
in their companies.

*A more detailed statistical analysis is available from the authors.
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Our interpretation of these data verges on the
schizophrenic. On the one hand, it appears that
internal marketing is implicit in what marketing
executives do—they ‘market’ their plans to a greater
or lesser extent to various constituencies, or target
‘markets’, in their organizations. It is on this basis
that we find some confirmation of our claim that
there is a need to develop an appropriate language
and appropriate models to allow internal marketing
to be properly planned, structured, resourced and
implemented.

On the other hand, it is perhaps equally striking that
there is high variance in the measures shown in these
figures. Consider that in our sample of 200
medium/large companies between 18 per cent and
23 per cent reported little or no effort made in
‘marketing’ plans to top management, approx. 30
per cent reported little or no effort aimed at other
departments, and approx. 20 per cent made no such
effort aimed at marketing/sales personnel. On none
of the measures shown is there a higher score than 40
per cent on the ‘A major part of the job’ end of the
scale. What we note 1s that while half the respon-
dents saw implicit internal marketing as a major part
of their jobs, by implication, the other half did not.

This suggests that while internal marketing is an
implicit or hidden aspect of marketing in some
companies, it may well lack even this status in many
others. This offers some broad support for our
earlier suggestion that it is in dealing with the
internal market-place that there exists a significant
lacuna in strategic marketing theory and practice.

Clearly there may be many other reasons why
internal markerting is not emphasized in a company
—the powerful do not need to persuade others
because they get what they want anyway, or the
cultural barriers to marketing may require more
covert and subtle approaches to creating change
than those direct promotional activities suggested
by our measures. Nonetheless, we find here support
for our proposals above for the incorporation ot the
internal marketing paradigm into marketing educa-
tion and development, and for the need to develop
further research around these issues.

We also studied the forms of communication used
by marketing executives to gain support for their
marketing plans and strategies. Perhaps the most
striking finding here was not that the majoritv of
respondents did communicate their plans totally to
top management, but that this was no more than a
slender majority and by contrast the majority do not
communicate fully with other departments or with
markering/sales personnel.

Perhaps even more telling we found that only very
few executives in the survey perceived their com-
panies’ training and recruitment being adapted to
any significant extent to support marketing plans
and strategies. The vast majority of the respondents

do not see their marketing plans and strategies being
reflected directly or unambiguously into training
and recruitment policies.

Accepting the limitations ot these exploratory data,
they suggest broadly that the term ‘internal market-
ing’ 1s not generally recognized in any operational
sense in these companies. While basic communi-
cation activitics to support marketing are under-
taken by many—almost as many other companies
place very little emphasis on the promotion of
marketing within the company, and the use of the
various communication methods is patchy. Finally,
marketing plans and strategies are broadly scen not
to be reflected in the human resource management
areas of training and recruitment.

Our interpretation is that we find evidence of some
effortin ‘internal selling’, but relatively little explicit
targeting for this, and little attention to the other
aspects of the internal marketing programme as we
have discussed it above—marketing executives ‘sell’
their plans to top management, but seem not to go
beyond this into planning and implementing the
product, price and distribution elements of an
internal marketing strategy.

Concluding Remarks

We have attempted in this paper to highlight what
we have called the ‘internal marketing gap’ in
strategic marketing planning, where executives fail
to promote and position their plans and strategies in
the internal market-place made up by top manage-
ment, other functional units, and operational staff.
We have suggested that one contribution to
improving marketing pertormance lies in the
development of internal marketing strategies which
parallel, reinforce and support external marketing
strategics.

We recognize the sources of the internal marketing
concept in the literature of services, but propose that
the internal marketing model has far greater power
than simply identifying customer service training
needs in service businesses. Conceptually, we have
argued, the internal marketing paradigm offers us a
model for making explicit the problems faced in
implementing marketing strategies, in a form which
is readily accessible to marketing executives and fits
logically with the conventional marketing planning
process. Further, the internal marketing model
provides a language for describing the organiza-
tional barriers to change which face executives.
Quite simply we suggest that by providing execu-
tives with a language to describe their implemen-
tation problems, it is easier to approach issues like
organizational power and politics, culture, process
and environmental enactment, in the specific con-
text of a given marketing plan.

Indeed, we have gone so far as to argue clsewhere
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that there is a misleading logic in the conventional
model of strategic planning, which starts with
missions and goal s, develops strategies and translates
these into tactics and action plans. We have
suggested that in practice line executives are more
comfortable with an iterative model that starts with
tactics and implementational issues—i.e. the things
that executives know they can do—and assembles
these into strategies and missions, leading to a
bottom-up test of what line-managers know they
can do , against what planners think they should do
(Piercy and Giles. 1989). In this present context our
‘illogical model of strategic planning’ suggests that
the internal market-place and its interaction with
external marketing may actually be the starting-
point in planning. which focuses on practicalities of
known capablhtxes in known environments before
considering new strategic imperatives in unknown
environments. We would emphasize, though, that
this is only likely to work with sufficient interaction
to achieve balance between internal issues, external
factors, and strategic directions. We do not seek to
offer executives ready-made excuses for rejecting all
new strategies as impossible to implement!

This said, our exploratory empirical evidence
suggests that in our sample of compamcs while
many executives recognize the nced to ‘sell’ their
marketing plans within the company, almost as
many do not, and the recognition of the internal
marketing concept is minimal. Here we might
consider the classic distinction between sclling and
marketing—selling focuses on the seller’s needs,
while marketing focuses on the buyer’s needs
(Levitt, 1960). Our belief is that successtul managers
have understood the rtactical requirements for
internal marketing, while we are advocating an
explicit, planned strategy for internal marketing.
Our proposal it that the strategic market planner
should recognize the real costs to be paid by the
internal constituency and the impact of marketing
strategies on the satisfaction and motivation of
members of the internal market-place.

This suggests two different goals in development
work with companies. The first i1s simply the
promotion and explanation of the concept of
internal marketing as a counterpart to the conven-
tional external marketmg programme. The second
goal is to use the model to structure existing
mcthods of gaining support for marketing strategies
from simply internal ‘selling’ to internal market-
ing—from the tactics of persuasion to a long-term
strategy of market-oriented change in an organiza-
tion. Certainly, on the basis of our experience of
using this model we would suggest to the reader that
therc is a ready audience for work of this kind
among executives.

Our final remarks concern the research agenda to be
addressed. The primary goals we are continuing to
pursue here are: to evaluate the relationship between
internal marketing efforts and marketing effective-
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ness; to analyse the impact of internal marketing
efforts on the problems perceived in marketing
planning processes; and to measure the long-term
relationship between internal marketing and cul-
tural variables in organizations.
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