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Abstract
This study, which draws upon specialized literature and empirical
evidence, aims to characterize the underlying structure of the construct
‘Internal Marketing Orientation’ (IMO). As a consequence six
underlying factors are identified: exchange of values, segmentation of
the internal market, internal communication, management concern,
implementation of management concern and training. It also evaluates
the degree of Spanish hotels’ IMO, classifying them into three different
groups according to their level of IMO. Findings indicate that a higher
degree of IMO is found when the company belongs to a hotel chain,
while no other variables such as hotel size or category have proven to
be significant.

Resumen
Este trabajo apoyándose en la literatura y desde la evidencia empírica
trata de recoger y caracterizar la estructura que subyace en el
constructo de Orientación al Mercado Interno (OMI). Se concluye
identificando seis factores subyacentes: intercambio de valores,
segmentación interna, comunicación interna, interés de la dirección,
implementación del interés a través de la conciliación entre la vida
familiar y profesional y la formación. Asimismo se procede a evaluar el
grado de OMI de los hoteles españoles resultando una clasificación en
la que se encuentran tres grupos bien diferenciados según su nivel de
OMI. Además, los resultados indican que se encuentran niveles de
implementación más altos de OMI cuando la empresa pertenece a una
cadena hotelera, no resultando significativas variables como la
categoría o el tamaño del hotel.
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1. Introduction

(Kohli and Jaworsky, 1990). In this sense, Piercy (1995) states
that there is a parallelism between what happens in the
external and the internal market.

Internal marketing has emerged as a central topic of great
importance, both in the academic and in the professional
discourse. Without minimizing the value of the external
customer, organization is intended to consider itself as a
market (domestic market) where human resources (internal
customers) are the main consumers (Mendoza et al., 2011.)

In addition, the tourism sector and in particular the hotel
industry, as long as they offer their customers an intangible
product or service, face the problem of service quality. Berry et
al. (1976) are the first to propose Internal Marketing (hereafter
IM) as a solution to this problem, since the quality of internal
services undoubtedly guarantees the quality of the product or
service that the external customer expects (Mendoza et al.
2011). Greene et al. (1994) affirm that IM is the key to obtaining
a superior service and successful results in external marketing.

Thus, it is found that the role of service employees is important
in relation to customer satisfaction (Tornow and Wiley, 1991;
Foster and Cadogan, 2000; Donovan and Hocutt, 2001),
considered as a key element in commercial business strategy
for value creation (Berry, 1981). In other words, studies show
the relationship between the external customer and the
internal customer satisfaction and indicate the need to focus on
how to provide the quality of internal service so that it has a
positive influence on external customer satisfaction (Gutierrez
and Rubio, 2009).

However, there is little empirical research dedicated to this
particular field (IMO in the hotel industry), so further research
is needed (Lings and Grenley, 2005; Gounaris, 2008; Kaur et al.
2010; Avlonitis and Giannopoulos, 2012). Besides, and
according to Tortosa-Edo et al. (2010), the dimensions that
constitute IMO together with its validity are the next challenges
for the scientific community.

Furthermore, market orientation has had a major impact on the
practice of marketing, and has been empirically validated as a
way to increase business performance. Gounaris (2006)
suggests that the philosophy of Market Orientation concept is
analogous to the Internal Market Orientation (hereinafter IMO)
Domestic Market. As a result, in recent years, in addition to
analyzing Internal Marketing from different perspectives, many
studies are developing models to measure Internal Market
Orientation (IMO) based on the paradigm of Market Orientation

2. Theoretical framework
2.1. Internal market orientation: Concept and dimensions
The concept of IM was first introduced in the 1970s, derived
from the need of companies to meet customers’ needs in order
to achieve greater success (Berry et al., 1976; Sasser and Arbeit,
1976). It was based on the assumption that in order to have
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satisfied customers, companies also need to have satisfied
employees, as staff play a key role in providing quality service
(Sasser and Arbeit, 1976; García et al. 2011).

Furthermore, Grönroos (2000) considers that the organization
must communicate both its views and its strategies and
methods through brochures, newsletters, magazines, and other
media to facilitate employees’ understanding and acceptance.
In this regard, the concept of internal communication is broad,
ranging from employees’ needs to strategic objectives - goals,
future plans, etc., - which must be communicated properly.

After a thorough literature review we have focused on authors
who have conceptualized and empirically tested the IMO
construct (Lings, 2004; Lings and Greenley, 2005; and
Gounaris, 2006, 2008). The construct of Internal Marketing
Orientation is consequently constituted by three dimensions:
(a) generation of intelligence through data collection from the
company internal market, (b) communication of internal
market intelligence and its dissemination in the organization,
(c) response to internal market intelligence by the company.

On the other hand, while Greene et al. (1994) argue that it is
necessary to "sell" the company concept - objectives, strategies,
structures, leaders and other components – as a way to make
employees feel part of the organization and to achieve results
in productivity (Mendoza et al. 2011); Townley (1989) defines
the process of internal communication as a sale itself, especially
when face to face communication is delivered and when
content covers the ideas and objectives that managers want to
"sell" to their employees.

A. Generation of intelligence from the internal market
The first dimension, generating internal market intelligence,
involves collecting information to identify possible
improvements. It refers to activities such as the identification
of value exchange and the detection of inner segments with
different characteristics and needs.

C. Response to internal market intelligence
Once information has been generated and spread within the
organization, the next step is to decide what kind of response will
be offered.

This generation of intelligence is initially produced by a value
exchange. Thus, in the employee-employer relationship, an
exchange of values takes place, consisting of a balance between
the value each employee brings to the company and the value
the company brings to them. Similarly, the equity theory
suggests that employees evaluate their work by comparing
what they bring to the company in which they work with what
they obtain from it (Huseman and Hatfield, 1990). In this sense,
this balance should lead to a mutually satisfactory environment
because otherwise the relationship can easily break or become
very asymmetrical forming a poor quality bond.

This dimension is formed by factors such as the managers’ concern
for employees, the company efforts to cater for the staff training,
and the reconciliation of personal and professional life.
According to Lings (2004), the social nature of Internal
Marketing is reflected clearly in the concept of "managers’
concern", which does not mean that managers have to give their
employees’ carte blanche to meet all their needs, but simply
measures the degree to which supervisors recognize
employees as individuals and treat them with dignity and
respect. "Concern" in this context refers to the extent to which
managers develop a work climate of psychological support, aid,
friendship and mutual trust and respect (Johnston et al. 1990).

On the other hand, the detection of specific employee segments
with different characteristics can be carried out in terms of
their needs and demands. This will then allow a more detailed
analysis focused on customized solutions. Accordingly,
strategies vary depending on the various segments since the
problems are different for each of them. Lings (2004) argued
the desirability of targeting depending on the degree of
employees’ relationship with external customers. In this sense,
this segmentation would aim to seek a greater focus on the
external customer with the benefits that this entails.

Furthermore, Eisenberger et al. (1986) developed an
interesting study whose findings suggest that if employees
perceive that the organization is interested in them, seeks their
well-being and provides help with personal problems when
necessary, the consequences are very favorable for the
organization in terms of enhanced performance and
permanency desires.
In the same line, Hammer et al. (2009) developed a
multidimensional model for measuring managers’ degree of
performance in relation to the support provided to employees
regarding their work family balance. During the last 30-40
years there has been a great change in reconciliation of
personal and working life, due to the massive incorporation of
women into the workforce. As a result, managers must deal
with a strong demand for support and policies in terms of work
and family.

B. Communication of internal market intelligence
The second dimension makes reference to the fact that after
obtaining market information, it is necessary to communicate
or disseminate it within the company in order to analyze it.
This is mainly done through communication activities, which play an
important role in nurturing the identification with the company
(Smidts, Pruyn and Riel, 2001). In this sense, several authors have
shown that bidirectional informal communication between
managers and employees has very positive effects on the results
carried out by employees who are in direct contact with external
customers (Johlke and Duhan, 2000).

2.2. Internal marketing orientation in the hotel sector
The hotel sector, where the importance of customer service is
essential (Sigala, 2005), is especially well positioned to take
advantage of IMO.

Therefore, internal communication refers to stimulus that the
company is able to generate in workers, with the purpose of
fostering interaction across different (internal and external)
channels and their awareness of the importance of knowledge
sharing (Chen and Cheng, 2012).

IM was developed in the context of services (Avlonitis and
Giannopoulos, 2012). The hotel industry has a number of
features that are particularly relevant when developing
relationship marketing strategies: lower degree of tangibility,
inseparability of production and consumption, heterogeneity,
and non-storability (Robledo, 1998). This means that in hotels,
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the role of frontline employees who have direct interaction
with customers is of special importance to the quality of service
provided.

working at their company headquarters - and nine interviews
with academic experts were conducted. Thanks to the analysis
of these in-depth interviews some questionnaire items were
removed and the wording of some questions was modified so
that they could be better understood.

Furthermore, recent studies on the tourism sector in the European
Union (EU) warn that tourism enterprises are more driven by the
product than by the consumer. Besides, the industry presents a
great lack of innovative solutions to face relevant challenges, which
suggests that little attention is paid to creating added value (García
et al., 2011). Additionally, hotel companies are confronting an
increasingly competitive and complex market, where customer
loyalty and brand fidelity is declining (Piccoli et al., 2005; Padilla
and Garrido, 2012).

The data extracted from this qualitative analysis and literature
review justify the structure and content of a survey addressed
to key informants from each of the Spanish hotels that have
later been subjected to quantitative analysis.
The sample was composed by hotel key informants, since in the
majority of cases this position represents the link between the
company top management and the rest of employees. Most of
them were middle-level managers with a great vision of the
company and the ability to interact at different levels of the
organization. Moreover, these key informants constitute an
important element in the development of a hotel IMO,
regardless of top management and ownership policies, since
they act as moderators - either positively or negatively - with
their own management style.

The role of human factor through professional and personal
expression, particularly in innovation-oriented companies, has
also been highlighted in recent research (Martínez-López and
Vargas-Sánchez, 2013). However, according to Reynolds
(2013), much of the hotel industry is renowned for not being
the most progressive industry in the adoption and application
of latest thinking areas such as human resource strategies and
motivation. Consequently all efforts aimed at improving
customer satisfaction by acting on employees’ performance are
of special value.

Table 1 below shows the fieldwork fact file.

In this sense, Berry and Parasuraman (1992) propose "internal
marketing" as a basis for encouraging "external marketing" and
thereby facilitate customer satisfaction. In other words, in
order to generate high value for customers, satisfied, loyal,
committed and productive employees are required (Heskett,
Sasser and Schlesinger, 2003; Lescano, 2011). Employees in
hotel service companies have an important weight, not only
because their wages constitutes 27% of the total costs -and as
expressed by Gemar and Jiménez (2013) this cost share has
continued to increase in 2012-, but also because their
interaction with clients is important for the service
inseparability.

Table 1 - Fact file
Geographic Scope

Spain

Statistical Population

3, 4, 5, and 5-Star Superior Luxury Hotels

Sample Element

Key informants

Sampling Type

Purposeful
sampling)

Sample Size

202 hotels (response rate: 27%)

Data
Method

Collection

selection (non-probability

Online questionnaire via
supported by phone calls

email

–

For all the above reasons and following Gounaris (2006), IMO
is presented as a key strategy in the hotel industry for obtaining
the best results, thus the relevance of the chosen field of study
to develop this research is justified.

3.3. Variables measurement

3. Methodology

The questionnaire was divided into two parts:

3.1. Research objectives

 The first block includes 22 questions regarding the IMO level of
the hotel company. The variables are presented as statements on a
7-point Likert scale, from 1 (strongly disagree) to 7 (strongly
agree).

Field Work Date

January- July 2010

Source: Compilation by the authors.

Literature indicates the desirability of analyzing through field
studies the extent to which hotel companies in Spain apply IMO.
Consequently, the specific objectives of this study are:

 The second block comprises classification questions:
respondent gender, hotel category, company size - by number of
employees -, and hotel chain.

a) To develop a valid and reliable instrument to measure the
degree of IMO, identifying the various underlying factors;
b) To use this instrument to measure the IMO degree of
Spanish hotel companies;

Previous studies were reviewed for the construction of this
questionnaire. The works by Kohli and Jaworsky (1990), Lings
(2004), Thompson and Prottas (2005), Gounaris (2008) and
Hammer et al. (2009) were primarily taken as a reference.

c) To classify hotel companies according to their IMO level, in
order to draw conclusions regarding the differences that may
occur in relation to various characteristics such as number of
employees, category and hotel chain.

In this sense, we have simplified Lings’ model (2004) since it has
only been tested empirically once (Lings and Grenley, 2005), being
therefore the development of IMO measuring models in a very
experimental phase. In fact, the author suggests incorporating new
factors and even considers some factors may not necessarily make
sense in other cultures (Hofstede, 1994). We have respected Lings’
three dimensions and have incorporated the work family balance
subdimension, which comprehends what Lings (2005) identifies
as social elements.

3.2. Empirical analysis
Due to the exploratory nature of our study, empirical research
was initially developed through a qualitative phase. As stated
by Lings (2004), any changes in the Markor scale for its use in
IM should be preceded by qualitative research. Therefore, this
phase has been focused on the development of the scales and
the items, which were presented to Marketing, Human
Resources and Senior Management professionals of the hotel
sector. Specifically, five interviews with top professionals 153
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4. Results

intelligence generation, internal communication and response to
intelligence. After performing the reliability analysis and
exploratory factor analysis, results suggest the elimination of
variable V7. As a consequence, the initially proposed scale was
refined, obtaining a 21-item scale that will be used in the next
section for the descriptive analysis.

4.1. Reliability and scale underlying dimensions
In order to assess the measurement scale used in the first section
of the questionnaire, three basic scale aspects were analyzed: the
conceptual definition, reliability and dimensionality (Hair,
Anderson, Tatham and Black, 2007).

The extraction method was the principal component analysis
(PCA) with Varimax rotation. Data are suitable for PCA
implementation, because as Hair et al. (2007) stated, the number
of observations is at least five times higher than the number of
variables to be analyzed. Besides, the prior existence of a
correlation structure among the variables was verified. The value
of Kaiser-Meyer-Olkin (KMO) index was greater than 0.8 and
Bartlett's test of sphericity was always significant. In addition,
extracted communalities and factor loadings exceeded 0.6 in all
cases.

To ensure content validity, thirteen professionals including top
professionals at senior management positions as well as
academian experts were selected to conduct a pre-test. As already
stated, they ratified the suitability of this instrument and provided
useful suggestions which were taken into account and
incorporated in due course.
As for the reliability of the scale, it was tested by Cronbach's alpha
coefficient. The Cronbach coefficient is over 0.7 in all cases (see
Table 2), therefore higher than the minimum accepted in the
exploratory stages of scale development (Miquel et al., 1997).

Table 2 below shows the reliability and unidimensionality analysis
results.

Furthermore, we analyze the scale dimensionality through three
exploratory factor analysis (EFA), one for each dimension:
Table 2 - Results of the exploratory factor analysis (EFA)
Internal Market Orientation
Dimensions

Factors

Explained variance

Observed variables

Cronbach’s
alpha

IG1:
Identification of
value exchange

46,54%

V1: The company gives priority to
understanding employees’ needs
V2: The company makes sure to understand
employees’ needs
V3: The company conducts research to identify
employees’ needs
V4: The company checks whether employees
are satisfied with their work

0.862

IG2:
Segmentation

28,29%

V5: The company classifies employees
depending on their individual needs
V6: The company explores how specific
policies will affect the different sectors

0.71

Internal Communication (IC)
Total Variance= 69.4%
α= 0.89
KMO= 0.83
Bartlett's
sphericity
X2(6)=332.45 (p= 0.000)

IC1=
Communication

69.4%

V8: Supervisors listen to employees
V9: Supervisors encourage employees to
discuss problems
V10: Supervisors are available
V11: Supervisors explain the company
objectives

0.89

Response to Internal Intelligence
(RII)
Total Variance=74.16%
α= 0.92
KMO= 0.90
Bartlett's
sphericity
X2(55)=1443.64 (p= 0.000)

RI2= Managers’
concern

19.95%

V15: Management shows genuine interest in
employees
V16: Management is interested in knowing
employees’ feelings

0.91

RI1=
Implementation
of
managers’
concern

34,12%

V12: Management invests resources to meet
the specific employees’ needs
V13: Management takes seriously employees’
needs
V14: Management is clearly oriented at solving
employees’ problems
V20: Management understands employees’
family needs
V21: Management supports the reconciliation
of work and family responsibilities
V22: In the company workers can find a
balance between work and family lives

0.80

RI3= Training

20,07%

V17: Employees are trained to face changes
V18: The company organizes training
seminars
V19: Employees are trained to perform new
tasks

0.77

Internal Intelligence Generation
(IIG)
Total Variance=67.14%
α= 0.87
KMO= 0.84
Bartlett's sphericity
X2(15)=589.35 (p= 0.000)

α: Cronbach’s Alpha; KMO: Kaiser-Meyer-Olken Index.
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4.2. Degree of internal marketing orientation in Spanish
hotels

identification and 4.1 in segmentation -, exceeding in any case
the scale midpoint. The relevance of this situation for business
practice will be discussed later in the conclusions.

Once the underlying factors of the IMO construct had been
identified, the dimension set was used to conduct a descriptive
analysis in order to examine the IMO level of hotels in Spain.

If we compare these results with an analogous study by Chen
and Cheng (2012) with 346 hotels in Taiwan, Spanish hotels
seem to have a similar degree of IM implementation. While the
hotels in Taiwan scored an average of 3.56 out of 5 in Spanish
hotels the mean score is 4.95 out of7.

Table 3 shows that the most developed dimension by the
Spanish hotel industry is Internal Communication with a mean
score of 5.6. On the contrary, Internal Intelligence Generation is
the dimension with a lower score - 4.9 in value exchange

Table 3 - Descriptive analysis of the Internal Market Orientation (IMO)
Internal Market Orientation Dimension

Mean

S.D.

Median

Minimum

Maximum

Identification of value exchange

4.9

1.1

5.0

1.5

7.0

Segmentation

4.1

1.4

4.0

1.0

7.0

Internal Communication

5.6

1.0

6.0

2.0

7.0

Management concern

5.3

1.3

5.5

1.0

7.0

Implementation of management concern

5

1.1

5.1

1.5

7.0

Training

4.8

1.2

5.0

1.0

7.0

4.3. Hotel classification according to their level of internal
market orientation

analysis of variance (ANOVA) were performed. As shown in
Table 4, mean scores reveal significant differences in all cases at a 1% significance level - with respect to the three groups
detected.

A cluster analysis was performed with the aim of detecting the
existence of hotel groups clearly differentiated by their IMO
levels (Pung and Stewart, 1983).

The first cluster comprises 80 hotels. They all show a
significantly high mark on their IMO, that we called ‘hotels with
a clear internal market orientation.’ These hotels score over 6
for internal communication and managers’ concern, while the
rest of variables score above 5. The second cluster includes 89
hotels. It is the largest cluster and its variables take mean values
around 4.8. In contrast, the third and smallest cluster consists
of 33 hotels. These companies display a lower IMO and their
valuations do not reach the scale midpoint, except for the
internal communication dimension with 4.21.

As suggested by Hair et al. (2007), both hierarchical and nonhierarchical methods were used for the selection of the final
cluster solution, thereby obtaining the benefits of each. Squared
Euclidean distance was taken as a distance measure, and the
Ward method as the hierarchical procedure, concluding that
three was the appropriate number of clusters.
In order to detect significant differences among the clusters,
multivariate analysis of variance (MANOVA) and univariate

Table 4 - Summary of cluster analysis results. Mean values and significant differences
Subdimensions

Cluster 1

Cluster 2

Cluster 3

Maximun IMO

Medium IMO

Minimun IMO

Differences across
groups*

Value Exchange identification

5.84

4.72

3.16

1-2*, 1-3*, 2-3*

Segmentation

5.42

3.45

2.88

1-2*, 1-3*, 2-3**

Internal communication

6.21

5.79

4.21

1-2*, 1-3*, 2-3*

Management concern

6.17

5.37

3.36

1-2*, 1-3*, 2-3*

5.96

4.82

3.20

1-2*, 1-3*, 2-3*

5.80

4.68

3.21

1-2*, 1-3*, 2-3*

Implementation
management concern
Training

of

*Significant at 99% / ** Significant at 95%

Once the presence of the three groups had been detected, their
characteristics were identified (see Table 5). For that purpose,
contingency tables were built and Phi and Cramer’s V
coefficients were analyzed.

On the contrary, hotel chain membership has proven to be
significant. Consequently, it can be concluded that the IMO
degree and hotel chain membership variables are correlated,
and hotels belonging to chains develop a greater IMO. In cluster
3 – hotels with low IMO - 75.8% of the hotels are not part of any
chain.

Clusters are not defined by characteristics such as manager
gender, hotel category and hotel size by number of employees.
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Table 5 - Cluster characteristics.

Cluster 1
Cluster 2
Cluster 3

Manager gender

Hotel category

Chain membership

Size (number of employees)

M

F

3*

4*

61

19

13

62

5* & Superior Luxury

yes

no

small

medium

large

5

42

38

17

36

27

76.2%

23.8%

16.2%

70

19

20

77%

6.2%

52.5%

47.5%

21.2%

45%

33.8%

64

5

41

48

30

35

24

78.7%

21.3%

25

8

22.5%

71.9%

5.6%

46.1%

53.9%

33.7%

39.3%

27%

6

26

1

8

25

5

14

75.8%

24.2%

14

18.2%

78.8%

3%

24.2%

75.8%

15.2%

42.4%

42.4%

5. Limitations, future research and conclusions

long as the hotel category does not exert any influence. In this
sense, it would seem logical to expect that higher category
hotels are more worried about the service quality provided and
therefore adopt greater IMO levels.

As any piece of research, this work presents some limitations.
Firstly, this study was only carried out in the hotel industry.
Secondly, a multilevel analysis of different categories of
employees could have been performed in order to analyze
possible differences in their IMO perception. Nonetheless, in an
attempt to alleviate this drawback, key informants were
selected taking into consideration their multilevel interaction
with employees and managers across the organization.
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