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The global marketplace consists of an increasimgiynplex arena of competitors within a
rapidly changing international environment. New pamies are formed on a daily basis, from
small businesses to Internet-based operationsgpganeling global conglomerates originating
from major takeovers and mergers.

In the face of these sophisticated and cluttereckeb@onditions, firms try to be heard. They
attempt to speak with clear voices about the natafetheir operations and the benefits
associated with the firm’s goods and services.

With so many choices available, and so many medmbarding potential customers with
messages, it is vital that what should be commumicas reaching buyers in a clear and
consistent manner.

External customers are influenced by the intermaingse deliverers: the employees, channel
partners, customer service personnel, packing &figdedy people. Marketing can help by
working with human resources departments to idegntife key elements in employee
motivation, including the effect of incentives antle development of training and
improvement programs.

This paper explores the impact of integrated margetommunications (IMC) programs in
enhancing manager and employee performance andragtugbivity. From a managerial
context, response to this apparently cluttered andrphous marketing environment has led
many organizations to desirable integration of rthe@mmunications efforts under the
umbrella of one strategic marketing communicatifurgtion - namely integrated marketing
communications. The logic of this strategic moveuldoseem to rest partly on assumptions
concerning the desire for organizational influeateonsumer perceptions.

Manager performance and development is possiblgvanlooked part of an IMC program.
Effective marketing departments and advertisingnags must develop pipelines of new,
talented creatives, media buyers, promotions masadatabase Web masters, and others in
order to succeed in the long term. Also, new peaplest be trained and prepared for
promotions for more important roles over time. Eoyple performance attitudes reflect
morale within the marketing department and alsati@hs with other departments and groups.
An effective IMC plan consists of building bridgesth other internal departments so that
everyone is aware of the thrust and theme of tlhgrpm. Satisfied and positive employees
are more likely to help the firm promote its image.
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I ntroduction

The global marketplace consists of an increasicgiyplex arena of competitors within a
rapidly changing international environment. New gamies are formed on a daily basis, from
small businesses, to Internet-based operatiorexganding global conglomerates originating from
major takeovers and mergers.

In the face of these sophisticated and cluttereckebaconditions, firms try to be heard.
They attempt to speak with clear voices about tatines of their operations and the benefits
associated with the firm’s goods and services.

With so many choices available, and so many medmbarding potential customers with
messages, it is vital that what should be commueice reaching buyers in a clear and consistent
manner.

The internal promise deliverers influence externaktomers: the employees, channel
partners, customer service personnel, packing ahdgedy people. Marketing can help by working
with human resources departments to identify theédements in employee motivation, including
the effect of incentives and the development ohtng and improvement programs.

From a managerial context, response to this apparelnttered and amorphous marketing
environment has led many organizations to desiraftegration of their communications efforts
under the umbrella of one strategic marketing compations function - namely integrated
marketing communications. The logic of this strategiove would seem to rest partly on
assumptions concerning the desire for organizatioflaence of consumer perceptions.

Manager performance and development is possiblyvariooked part of an IMC program.
Effective marketing departments and advertisinghegs must develop pipelines of new, talented
creatives, media buyers, promotions managers, alseabVeb masters, and others in order to
succeed in the long term. Also, new people mustdieed and prepared for promotions for more
important roles over time. Employee performancéuales reflect morale within the marketing
department and also relations with other departsnamd groups.

IMC inthelLiterature

Although the concept of IMC — managing customeatiehships — is not new, the processes
used in managing IMC are new. In the early 1990s1esacademics as well as some professionals
thought IMC was just a fad. But it has proved ssst@id and is being increasingly used in a variety
of forms. One of the best ways marketing can tatheaatage of the new communication and
database technologies is by using IMC (Zinkham\Atadson, 1996: 165).

Kitchen and Schultz (2000) had indicated that IMé&é2ded to move well beyond such a
simple juxtaposition of promotional mix elementx. ievery element speaks with one voice; to
become an integrated philosophy that reaches aditt@mches every facet of the business that
claims to be customer-oriented.

Schultz (1996) stressed that the integration ofdpetion, operations, marketing,
distribution, finance, communications and all otHerms of business activity was inevitable
because of the technological revolution occurrimgiighout the world.

As a basic level, IMC means that all the comparkgg product and corporate messages,
positioning, image, and identity are coordinateahdel, 1997). Furthermore, the basic premise of
integrated marketing communications is that theeesanumber of communication objectives for a
brand and a number of different means of commuioicatio achieve each of these objectives
(Keller, 2001).

Any definition needs to include or refer to consepguch as added value, relationship
marketing, corporate branding and the blendingntérnal and external communications because
IMC is seen to include all consistent interactiarstakeholder has with an organization (Fill, 2001)
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Internal Marketing

Integrated marketing communication is often comgaecean orchestra. Like IMC’s various
marketing communication functions and all the défg media, an orchestra has many different
instruments, each of which produces a differenndodlf the sounds of these instruments are not
coordinated according to a plan, the orchestraymesl noise rather than music (Duncan, 2002:
193).

A new trend emerging as the twenty-first centurgibg is the growing importance of
internal integrated marketing communications. imémarketing communications efforts include
creating, packaging, and delivering the organirégidMC marketing message to all employees of
the organization. Employees must understand andveeln the firm’s image and its marketing
position. Employees need to comprehend what eactpaoy brand stands for and the benefits it
offers consumers. Most importantly, each employestrbelieve in the company and its mission.
Spending more time marketing internally produceserimowledgeable and dedicated employees,
who will, in turn, seek the goal of providing exeeilt service to customers (Clow and Baack, 2004:
116).

Internal marketing has been advocated as a distnquirement for service industries in
general and for educational marketing in particuBefore selling the services to outsiders, you
have to sell what you have on offer inside youranrgation.

Human Resources Development (HRD) specialists, wharketing their services inside
their organization, should apply the same strategihich marketing specialists use to promote
products and services outside the organizationalsse there are at least two internal "customers”,
i.e. the short- and long-term, strategic busingsgets and the people who work in the
organization. It is suggested that there should be:

(1) A business-oriented marketing plan, which sdantlude a training marketing mission
statement, reflecting the strategic, businessedlgbals of the HRM/HRD department and shaping
its plan of action; cost-benefit and cost-effeatiees analysis techniques, which demonstrate the
contribution of selected programmes to businessiteesand competitive pricing strategies, which
take into account the balance between purchasingrrat training and designing internal
programmes.

(2) People oriented marketing of HRD, because ainitryg/HRD effort can succeed without
the active support of the people whom it is dedilgieeserve. Those responsible for HRD should
develop ongoing market research to gather critidafrmation about employee attitudes, perceived
development needs and views and attitudes aboutHRIS efforts; internal promotion materials;
external materials such as newsletters, brochoesgs releases, etc (Frank, 1994: 5).

Marketing can help by working with HR to identifthe key elements in employee
motivation, including the effect of incentives atite development of training and improvement
programs. But marketing can help most of all widsaarch, working with HR to determine,
internally, what can be done to improve the delivef "customer-facing” people and help
understand what motivates employees, channel partoed customer service people. If we are
good at understanding customers, consumers andsard-of our products and services, we should
be able to lend those talents to HR to help undedstvhat has often been called internal marketing
conducted by internal marketers (Schultz, 2002: 8).

Manager and Employee Perfor mance

As strange as it might seem, many employees ddaw¢ a basic understanding of what
their company makes, how their company operatesyrat their role is in building customer
relationships. They simply have not been integratéal the company, and many, especially, have
not been educated about the need for being custimTigsed. One way to integrate employees into
the spirit of serving customers is through intermarketing.This is an ongoing program that
promotes the customer-focus philosophy and keepgslosees informed of important marketing
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activities that affect both them and the comparystomers. In a world of increasing interactivity
due to the Internet and other two-way communicatipportunities, internal marketing is important
because more and more employees have the oppgrtartibuch the customer. In case of service
brands, where there is personal interaction witstauers, employees are the brand. How they
perform is how customers perceive the brand’s perdoce. Finally, the more that employees feel
like part of the company and the better informeelythre about its business strategies, the higher
their morale. Research has shown that companiéshigh employee morale have higher levels of
customer satisfaction (Duncan, 2002: 22-23).

One of the primary responsibilities for marketirgpdrtments is to interpret the needs of the
customer and the marketplace and bring that infoomato all departments. In addition, MC
planners must involve other departments in the mien processs, and then inform these other
departments of the final plan and why it is wortipgorting. Marketing needs buy-in and support
from all departments whose work affects customEnsit's everyone: Even employees who do not
deal directly with customers support other emplsyebo do.

This communication to internal stakeholders isedhlinternal marketing. It is defined as
“the application of marketing inside the organiaatito instill customer-focused values”.
Employees especially those touching the custorhenyld be thought of as customer also. The more
they are satisfied, the more they will satisfy ousers. Companies can increase morale and
productivity keeping employees informed so theynarembarrassed when asked about certain
programs, letting them have a sneak preview of ptamal materials before they begin running,
and letting them know the results of their effadduild strong brand relationships.

It is important to note that in some industrieg .(eoffice machines, automobiles), service
personnel rather than sales and marketing peopléharones most likely to have ongoing contact
with customers. For suppliers to grocery and diatatores, the truck’s driver may be an important
contact point and may even have the responsibdityshelving the products or setting up
merchandising materials. Thus, the truck driversdbrepresent the company but also are the first
to be aware of product and marketing communicapooblems and other customer concerns.
Customer-contact employees can be a primary res@lrout the state of the marketplace, product
performance, and provide opportunities for contaguisales and relationship marketing
communication.

Internal marketing puts a process in place for eyg®s to report back to marketing. Front-
line employees, in particular, need to be linkedcatoompany’s information-gathering system in
order to give feedback about what customers anekititg and how they are acting. Formal
programs enable customers to participate in roleialvhere customers are brought together to
discuss a brand’s and company'’s operations andipt@erformance (Duncan, 2002: 225).

Like external marketing, internal marketing is couomtation-dependent. This
communication takes many forms including intranetsnpany newsletters, e-mail, voice mail, and
bulletin boards. There are three basic aspectsitefrial communication: informing employees,
empowering them, and listening to them (Duncan22@@5).

Informing

Communicating a customer-first business policywad as other marketing programs to
employees, is a responsibility of internal markgtiSuch a philosophy is an out growth of the
recent upsurge in emphasis on customer servicecasimer relationship management (CRM).
Another objective is to continually impress on eoygles the importance of being responsive to
customers.
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Empowering

Internal marketing, because it provides employesis more information, is also a natural
program to support employee empowerment programgiwnean giving front-line employees the
power to make decisions about problems that atfestomer relationships. As companies downsize
and place more responsibility at lower levels, mdeeisions that affect customer relations are
being made by service employees have, generally ibger decisions they will make.
Empowerment programs must therefore be supporteainyng and information about company
policies. The necessary elements of a support anoghat creates empowered and responsive
employees are presented in Table 1.

Table 1. Empowering Employees

The more employees are empowered to make their asaisions when responding to
customers, the more they need to be:

» informed of their role in satisfying customers

* informed of their role in the company’ s success

* rewarded based on a balance of their individudiop@ance and the company’s overall
performance

» listened to when they have ideas how to betteresenstomers even when those ideas
involve other areas of operations

» given easy access to customer information files@hdr databases that enable them to
make quick and knowledgeable responses

Listening

Just as external marketing should include two-wagnmunication, so should internal
marketing. If an internal marketing program onlypde messages, employees will see the program
as propaganda. In order for its messages to haegrity, internal marketing must encourage and
facilitate employee feedback, which then enablesagars to know if employees understand the
internal marketing messages, agree with these gessand are willing to support the various
marketing programs. Even more important, becaug#gay®es usually are closer to customers than
are managers, internal marketing feedback can geoxaluable real-time customer research to help
in planning and budgeting.

Moreover, listening to employees can provide vdeiaeal-time customer research that
helps in budgeting, planning and adjusting MC plangistified criticism of some MC plans is that
they're made in corporate office ivory towers. Suyghns don’t address the real problems and
opportunities in the marketplace. Customer-cont@tiployees can be a valuable source of
competitive and product performance informationrifan, 2005: 200).

The internal promise deliverers influence externahsumers: the employees, channel
partners, customer service personnel, and packidgdalivery people. All those people who are
supposed to deliver the “fast, friendly servicetamell-made, error-free products and services that
every organization promises but has such difficdiivering on a consistent basis influence them
(Schultz, 2002: 8).

Manager performance and development is possiblyvariooked part of an IMC program.
Effective marketing departments and advertisinghags must develop pipelines of new, talented
creatives, media buyers, promotions managers, astabVeb masters, and others in order to
succeed in the long term. Also, new people mudirdieed and prepared for promotion for more
important roles over time (Donald and Baack, 2@4t).

Employee performance and attitudes reflect not omlgrale within the marketing
department but also relations with other departsiantl groups. An effective IMC plan consists of
building bridges with other internal departmentstisat everyone is aware of the thrust and theme
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of the program. Satisfied and positive employeesnaore likely to help the firm promote its IMC
image (Donald and Baack, 2004: 514).

The primary internal stakeholders are the employafeshe organization, unions, and
corporate shareholders. Employees should receiwenatant stream of information from the
company. Many employees are quite distant frormtheketing department, yet they should still be
aware of what the company is trying to achieve wgHMC program, even if this means only basic
knowledge. Those closest to the marketing depatt@engoing to be more acutely aware of the
nature of the IMC plan, including how the compangiessage theme is being sent to all other
constituents (Donald and Baack, 2004: 404).

To work effectively in communicating with employedse public relations department must
keep in close contact with the human resource (#ppartment. Publications and communications
aimed at employees must be consistent with the enaagl message that the firm is espousing to
customers and other groups. For example, any fiahuses advertising to suggest that employees
are always ready to assist customers should maketisose employees are aware of the message.
Employee behaviors should then be consistent \Wwehatlvertising theme that is being conveyed to
customers. The HR department should try to hirekind of worker who is attracted to such an
approach and structure performance appraisals ewdrds to favor those who buy into the
company’s overall IMC approach. The emphasis orignag information about company activities
must logically extend to every public relations mtvand sponsorship program (Donald and Baack,
2004: 405).

Guidelines On Internal Marketing

Internal marketing requires the same disciplinexdsrnal marketing, but it needs a different
focus. Here's how to get it right:

* Insiders want to be on the 'inside track’, so gfyio communicate with them using
external campaigns merely distances them. Equallyping employee surveys - a typical human
resources practice - won't engage employees either.

 Employees need to be targeted as a distinct awglieamdd most organisations would
benefit from some kind of internal communicatiops@alist to distil the best of marketing and HR
into a tailored employee-focused campaign.

* Internal communications should sit within corporadenmunications or marketing. If it
sits within HR, it often becomes a vehicle to commate HR issues and misses out on broader
areas.

» Don't forget that, unlike customers, staff are mdryour brand, not just recipients. You
have to educate them, motivate them and measume dsevell as simply communicate with them.
But engaging and involving them in the brand i@l

* Ensure that staff know everything about your braetbre the customers do. There is
nothing worse for an employee than being in a shitipa customer who knows more than you do.
It's such an obvious point, but often overlooked.

* Try to achieve interaction between marketing and BRaring each others' viewpoints
will bring better results (Simms, 2003: 27).

Developing a customer-focused organization is noasketing task, it's a management task.
Top managers are the only ones who can provideebeurces, facilities, information and, yes,
even the tools to create customer-centric orgaoizat The real key to building a customer-
oriented organization starts with knowledge—custokmowledge and lots of it. This includes
knowledge of customers' relation- customers. To yna@anagers, this means lots of high-tech,
whiz-bang technology, such as on-line systemsrant&e re-sources, pull-down windows and the
like.

But customer knowledge need not depend on thet legelnology. It depends on making
what the people who touch, interact with and relatethem every day already know about
customers and prospects inside the organizatioiteble In other words, customer knowledge can
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be passed around by sharing what the organizatteady knows, or making what is inherent in
customer relationships available to the people ndwd to know.

The academic community is beginning to recognize iked to relate internal customer
orientation to organizational market orientationsing; variables such as internal marketing
processes, training, management support, interaalnmnication, personnel management and
involvement in external communication, it is dentogigd that internal customers (employees) are
very important to the external market orientatibmhe firm.

It is becoming increasingly clear that employedsagice or destroy the value of marketing
and marketing communication programs deliveredkteraal customers.

Employees are customers of the marketing organizaiflanagement's responsibility is to
empower, if not emancipate, employees to becomeomes-focused and customer service
providers. And to do that, management must prothéetools and resources that allow employees
to become customer intimate (Schultz, 1998: 6).

Like external efforts, internal marketing identffithe audience, finds out what media best
reach that audience and the message is dissemipatetptly and accurately. Unlike external
marketing, a company's own managers can controt ofdbe variables of the project. Either way,
the channels of communication must be establisteg before news breaks, so that messages can
be transmitted clearly (Cleaver, 1998: 1).

Internal marketing has been defined as sellingfithe to its employees or the process of
attracting, developing, motivating, and retainingalified employees through job products that
satisfy the needs. Internal market of employeebest motivated for service mindedness and
customer-oriented behavior by an active, markelikey-activities are used. As the building of
customer orientation among employees by training arotivating both customer-contact and
support staff to work as a team. As an expandetheapon, internal marketing is the application of
marketing, human resources management and alliedrids, techniques, and principles to
motivate, mobilize, co-opt, and manage employees| &vels of the organization to continuously
improve the way they serve external customers aach ether. Effective internal marketing
responds to employee needs as it advances theizatjan's mission and goals. This revised
definition reminds us that internal marketing isthb@ustomer-focused and employee-focused.
Marketing has no exclusive claims to this importararketing function; it demands an integrative
approach, drawing not just from marketing but dison organizational behavior, human resources
management, and other fields. This definition akts that the term customer orientation should
be broadened to include external as well as intenstomers, the latter being any department or
unit that is served by another unit within the samganization. Internal marketing is then not just
for front-line employees, important as they maytbehe delivery of quality service to ultimate
consumers (Benoy, 1996: 54-55).

The three components of internal marketing are résvgrewarding and motivating
employees), development and providing a visiorartfer to implement internal marketing, external
marketing techniques, including market researcgmsmtation, developing a marketing mix, and
controlling marketing activity may be used withiretorganization. These activities are also likely
to be structured in a formal internal marketingnplaven though some uncertainty may remain as to
who should be involved in the implementation stafjthe process. The ultimate responsibility for
initiating internal marketing rests with senior mgement and the internal marketing programme
requires continuous management support to be mi#ecfo implement internal marketing, cross-
functional co-ordination is often needed, partidyldoetween the human resources and marketing
departments. The internal marketing plan can tleeimtegrated with the external marketing plan.

Research, both within marketing and human resour@sagement (HRM), has explored
the impact of employee friendly supervision and aggment on the behavior of frontline staff.
Within the marketing domain, internal marketing f@®n proposed as a set of employee friendly
managerial behaviors that have several internaleaternal consequences for the firm. This is also
reflected within the HRM literature, where it isnggally accepted that aligning HR policies with
marketing can have beneficial impacts on both eggdobehaviors and attitudes, and on
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organizational outcomes. Internal marketing usesnarketing perspective for managing an
organization’s human resources. It is based onpthi®sophy of viewing organizations’ jobs as
internal products and employees as internal cugs®moé these. This allows organizations to
manage the employee-employer exchange by modifgkgfing marketing tools and techniques to
the internal environment of the firm. This has tedoperationalizations of internal marketing that
directly reflect those of external marketing. Tvasearchers developed an internal marketing mix
that directly parallels the external marketing mix.operationalizing internal marketing this way,
researchers suggest that jobs or projects corestittérnal products, the price is what the employee
has to give up to complete the job, promotions mesented by internal communications, and
distribution by meetings in which ideas are presérib employees (Lings and Greenley, 2005:
290-291).

Conclusion

IMC programs must communicate internally to empésyand departments so that the firm
can reach outward with a consistent, strong vorogepting the qualities and benefits of the firm’s
goods and services. Those companies that incogpefétctive business-to-business components
into their overall IMC plans stand better chanceremaining successful in future years of
operation.

Internal marketing communications efforts includeating, packaging, and delivering the
organization’s IMC marketing message to all empésyef the organization. The firm’s image, its
marketing position and its mission should be urtdesand believed by the employees. Employees
need to comprehend what each company brand standmél the benefits it offers consumers.
Spending more time marketing internally producesemimowledgeable and dedicated employees,
who will, in turn, seek the goal of providing exesit service to customers.
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