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Abstract

The study investigates the impact of internal marketing philosophy on implement-
ing strategic goals to leverage an innovative internal marketing concept for business 
growth. In the context of firms’ strategic orientation, the organization’s development, 
market position, and practices used to promote the desired organizational behavior 
are being examined. The paper focuses on large companies in Greece, which belong 
to the retail, manufacturing, and healthcare sectors. Moreover, these companies have 
been certified by “Great place to work.” A qualitative method via Nvivo software was 
used. Data were collected from 10 semi-structured interviews. Participants are execu-
tives with significant working experience and different managerial positions. The find-
ings document the impact of the internal marketing concept on company development 
through policies concerning strengthening the organization’s presence and recruiting 
qualified employees. Moreover, the influence of the internal marketing concept on 
an organization’s market position with regard to a positive working environment and 
management style is highlighted. Finally, team environment emerges as a dominant 
trait in the organizational context, while values such as honesty, integrity, and reliabil-
ity appear as critical features of the desired behavior. The study provides an updated 
managerial perspective by establishing a link between the theory of internal marketing 
and business process mapping. The results enable executives to focus on elements that 
better serve the implementation of strategic goals. 
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INTRODUCTION

The complex market environment requires a multidimensional 
business strategy approach that integrates knowledge transfer, re-
source management, market positioning, and strategic learning. 
Consequently, in order to understand strategic entrepreneurship, an 
orientation perspective is essential (Hakala, 2015). 

Organizations are turning to their internal environment to identify 
valuable resources to manage them more efficiently and effectively, 
thus capitalizing on opportunities for developing a competitive ad-
vantage (Barney, 1991). Researchers also adopt the resource-based the-
ory to predict or explore organizational performance from a market-
ing perspective (Kozlenkova et al., 2014). 

Documenting the relationship of internal marketing with knowl-
edge management (Ballantyne, 2003), learning organization (Egri & 
Herman, 2000), enhancement of employee commitment (Bermúdez-
González et al., 2016; Schulz et al., 2016), value creation (Boukis, 2019), 
organizational agility and reinforcement of organizational reputation 
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(Boukis et al., 2017; Burmann & Zeplin, 2005; Du Preez et al., 2017; Mitchell, 2002), the strategic role of 
internal marketing is highlighted. It provides guidelines to positively respond to the upcoming organi-
zational changes that result in delivering higher performance.

While researchers focus on the concepts of internal marketing mentioned above, little research investi-
gates both internal marketing and result-oriented entrepreneurial strategies. 

1. LITERATURE REVIEW 

Rafiq and Ahmed (2000) argue that internal mar-
keting relates to customer and employee satisfac-
tion and motivation, internal organizational proce-
dures, and implementation of specific corporate or 
functional strategies. Moreover, based on this broad 
range of concepts, Kaur and Sharma (2015) proposed 
an expanded definition of internal marketing by in-
tegrating the most widely used elements.

According to Vel et al. (2018), the philosophy of inter-
nal marketing is related to continuous training to en-
hance employees’ service capabilities. Furthermore, 
it refers to adopting external marketing within the 
organization and aims to satisfy external customers.

Arfara (2021) highlighted the relationship between 
internal marketing and the organization’s intangi-
ble assets, providing a macro-level management per-
spective, thus underlining its strategic importance. In 
particular, the findings documented the correlation 
between internal marketing and the maintenance 
of knowledge capital. Moreover, the importance of 
the supporting character of internal marketing pro-
grams in organizational culture, customer satisfac-
tion, and organizational reputation was highlighted. 

Inkinen (2015) confirmed the positive impact of 
intangible assets on businesses’ profitability due to 
their interaction and combined operation, helping 
to improve organizational results (Jardon & Martos, 
2012; Kamukama et al., 2010; Kim et al., 2012). Apiti 
et al. (2017) highlighted the influence of an organiza-
tion’s intangible assets on its financial results. Their 
study concluded that financial results (profit margin, 
market share, return on investments, and return on 
equity) show a significant improvement when a com-
pany places particular emphasis not only on human 
and relational capital but also on the philosophy of 
management. They argue that organizational culture, 
processes, networks, and information system, as well 
as organizational capacities developed to meet mar-

ket demands, are the main drivers of competitive 
advantage. Sardo and Serrasqueiro (2018) examined 
the relationship between intangible assets, growth 
opportunities, and financial performance, conclud-
ing that these elements affect employee productivity 
and the return on equity but not the return on as-
sets. Pedro et al. (2018) highlighted the interaction 
of intangible assets, which creates knowledge capi-
tal. This, in turn, contributes to creating a sustaina-
ble competitive advantage based on innovation and 
value creation. It is a complex relationship between 
intangible assets and strategy, as value creation is a 
strategic goal.

The adoption of new appropriate technologies in-
creases the flexibility of organizations as it intro-
duces new, fast, and reliable ways of working while 
achieving both their immediate response to the new 
data of the business environment and the enhance-
ment of the staff members’ adaptability as they are 
called to be informed about, learn, and use new pro-
cesses. Integrating new technologies will make or-
ganizations flexible through the offered technologi-
cal capabilities to respond faster to new challenges 
(Lu & Ramamurthy, 2011).

The model by Bonazzi and Meirelles (2017) focuses 
on creating organizational value, which is a crucial 
feature of an organization’s strengths and, in es-
sence, creates/enhances the value consumers receive. 
Therefore, the company’s position in the market is 
strengthened, and all this value returns to it as an 
organizational value. Through internal marketing 
programs, needs are detected and met by creating a 
link between internal customers and the organiza-
tion that strengthens their commitment (Ballantyne, 
2003; Fang et al., 2014). According to Zebal et al. 
(2019), organizations, knowing the needs and percep-
tions of the internal market and internal customers, 
decode tacit knowledge and develop internal mar-
keting programs aimed at empowering employees, 
training them, enabling them to participate in deci-
sion making, and adapting the channels and meth-
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ods of communication accordingly. Furthermore, 
the concept of internal marketing is related to em-
ployees’ needs and the job satisfaction they experi-
ence. A high level of job satisfaction results in being 
motivated by internal factors, delivering services of 
higher quality, and recording lower rates of turno-
ver (Bermúdez-González et al., 2016; De Farias, 2010; 
Foreman & Money, 1995; George, 1990; Greene et al., 
1994; Rafiq & Ahmed, 2000; Sohl, 2012; Tortosa-Edo 
et al., 2015; Vasconcelos, 2008).

Special attention has been given to internal relation-
ships developed within an organization, the relation-
ships developed between employees, departments, 
and management, and the derived synergies that 
lead to the creation of added value for customers 
(Boukis, 2019; Vel et al., 2018). Further, the concept 
of internal marketing has been associated with em-
ployee welfare. It has a direct connection with cre-
ating a working environment in which the needs 
and desires of employees are met at a higher level 
(Vasconcelos, 2008). Finally, the importance of in-
ternal marketing has been recognized as a means of 
managing change as the implementation of relevant 
programs reduces isolation and confrontations and 
addresses the resistance to change (Ahmed & Rafiq, 
2002; George, 1990; Rafiq & Ahmed, 2000).

Employees’ personal values and beliefs have been 
of particular concern to researchers (Brown, 2005; 
Fitzgerald & Desjardins, 2004; Jaakson, 2010; 
Johansson et al., 2014; McAdam & Bailie, 2002; 
Nathan et al., 2017; Nuntamanop et al., 2013). They 
have highlighted their importance and high degree 
of influence in developing organizational values, be-
havior, and efficiency, as well as the selection of the 
most appropriate strategy. Riketta (2005) also moved 
in this direction, highlighting the importance of the 
value system and proving its relationship with job 
satisfaction, performance, and participation in the 
process of task assignment.

Organizational values are the beliefs and attitudes 
that allow a team to determine what benefits every-
one. They are a crucial component of the organiza-
tional culture and reflect the principles, philosophy, 
and standards with which an organization works 
(Hatch, 1993; O’Reilly & Chatman, 1996). At the 
company level, values are the connecting mecha-
nism between employees since they constitute a joint 
effort to create a culture that facilitates their work 

to achieve goals (Meglino & Ravlin, 1989; Parsons, 
1997). Furthermore, organizational values repre-
sent the employees’ ambitions for the organization 
because they determine what each individual offers, 
reflecting their beliefs and attitudes (Cummings & 
Worley, 2008; Mirabile, 1996). A link between the 
strategy and the values of an organization is the in-
tegration of the well-being of the employees into its 
goals. An organization that respects the personal 
values and needs of its employees receives positive 
emotions in return as they consider themselves part 
of the organization and realize how their duties con-
tribute to the achievement of the organization’s goals, 
increasing thus their performance (Salas‐Vallina et 
al., 2021). According to Williams (2002), incorporat-
ing personal values into the strategy provides more 
than guidance; they are a determining factor in em-
ployees’ behavior in the daily challenges they face in 
the workplace, and the decisions made are aligned 
with the values they accept and share.

Moreover, Bhattacharya et al. (2007) argue that so-
cial initiatives aiming at specific social issues while 
implementing an effective internal marketing pro-
gram can promote a behavior change, reinforcing 
the firm’s reputation, thus receiving positive returns 
such as attracting talented employees. 

Shiu and Yu (2010) highlight the positive correlation 
between internal marketing management and or-
ganizational culture since all employees are famil-
iar with the expected behaviors to achieve common 
goals. De Waal et al. (2012) argue that personal val-
ues and beliefs play an essential role in the effective-
ness of executives and that the personal values of ex-
ecutives, in turn, influence their decision-making in 
the context of the implementation of the corporate 
strategy. In the survey conducted by Nuntamanop et 
al. (2013), beliefs, values, and principles were the fac-
tors to which most executives referred and emerged 
as essential elements they took into account when 
making strategic decisions.

The importance of the trust shown by employees 
in management is particularly highlighted when 
organizational changes are being attempted. The 
executives create informal communication chan-
nels, encourage discussions and proposals, and 
maintain two-way communication regarding 
corporate and personal needs (Beslin & Reddin, 
2004). Janaki et al. (2015) highlight the catalyt-
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ic role of creating a climate that promotes team-
work, collaboration, the exchange of views, and 
the dissemination of knowledge, which are factors 
of particular importance during the implementa-
tion of the strategy. Constant and effective com-
munication strengthens the relationships among 
the employees and their trust in the management, 
making them feel satisfied and weakening their 
intention to leave the organization. According 
to Garzella and Fiorentino (2014), Mehta and 
Chugan (2015), Meibodi and Monavvarian (2010), 
and Olson (2008), employees recognize and appre-
ciate the free flow of information and access with 
no barriers to databases as they acquire new skills 
and evolve on a personal level, resulting in a small 
percentage of departures.

Based on the literature review, internal marketing 
is related to organizational effectiveness and influ-
ences financial outcomes, market position, and or-
ganizational culture. In this context, the following 
research hypotheses are developed:

H1: To examine which aspects of internal mar-
keting managers consider crucial regarding 
organizational development. 

H2: To investigate how internal marketing influ-
ences the organization’s market position. 

H3: To identify how the organization promotes 
the desired behavior.

2. METHODOLOGY 

In the present paper, qualitative research relied on 
data obtained from in-depth interviews.

2.1. Sample

The sample consists of executives of companies 
belonging to five economic sectors (marine chem-
icals, medical services, home and personal care 
products, renewable energy sources, and the food 
industry). The participants have many years of ex-
perience in positions of responsibility and come 
from different hierarchical levels. Specifically, 10 
executives participated, of whom two belong to 
the top management level (general managers), five 
are from the middle level of management, three 
come from the marketing departments, two are 
from the human resource management depart-
ments, and finally, three junior managers are em-
ployed in the fields of production, IT management, 
and project management. In addition, six women 
and four men participated. The companies from 
which the executives come belong to the catego-
ry of large enterprises, employ more than 250 em-
ployees, and have an annual turnover exceeding 
€50,000,000, while the annual balance sheet ex-
ceeds €43,000,000. The size of the enterprises is 
determined by Regulation (EC) No. 70/2001 of the 
European Commission of January 12, 2001 (EL 
2001 L 10/33) as amended and in force (European 
Union Law).

During the qualitative data analysis, each par-
ticipant was given an identity (Participant 1, 
Participant 2, etc.) to facilitate the management of 
the interview extracts with the thematic schemes 
and codes (Table 1).

2.2. Data collection

The interviews were conducted at a time agreed 
to suit both the interviewer and the interview-

Table 1. Participants’ data

Company 

size
Type of economic activity Management 

level
Executive-level 

position
Years of 

experience
Gender

Participant 
No.

Large

Marine chemicals
Top managers

General manager >15 Male 3

Medical services General manager >15 Male 4

Marine chemicals

Middle-level 

managers

Marketing manager 5-10 Female 8

Home and personal care products Marketing manager 5-10 Female 9

Food industry Marketing manager 5-10 Female 10

Marine chemicals HR manager >15 Female 1

Medical services HR manager 10-15 Female 2

Renewable energy sources

Junior managers

Project manager >15 Female 5

Marine chemicals Production manager >15 Male 6

Medical services IT manager >15 Male 7
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ee. Six out of 10 interviews were conducted at the 
participants’ workplace, while the rest were via 
the Skype app, given the circumstances of the 
COVID-19 pandemic. Before starting the inter-
views, the participants were assured about the 
confidentiality and protection of their data, and 
the consent to record the interview was request-
ed. The interviews were approximately 25 and 45 
minutes and were conducted between January 
and February 2021. Qualitative data were collect-
ed through semi-structured interviews in order to 
gather in-depth insights from managers at differ-
ent management levels. The questions that were 
asked related to the research objectives, and the 
participants responded to the following questions: 

1. How do you perceive the concept of 
development? 

2. How do you plan to achieve it?

3. What do you consider to be the assets of your 
firm?

4. What policies do you apply in order to main-
tain or enhance these assets?

5. Which factors do you consider to be necessary 
in order to promote the desired organizational 
behavior?

The processing of qualitative data was carried out 
with the Nvivo software. Its use presents signifi-
cant advantages, such as improved and more ac-
cessible management and organization of large 
amounts of data, reduction of the required time, 
and the ability to search for and retrieve data 
quickly, facilitating the review of analysis. 

3. RESULTS

3.1. Examining H1

The analysis of the interviews led to the following 
coding: 

• Increased financial indicators;
• Strengthening the organization’s presence;
• Investment in technological equipment;
• Internal procedures and operations;

• Adoption of a new culture;
• Recruitment.

As a result, two respondents link the development 
of the business with financial indicators. They ar-
gue that the development of the business is reflect-
ed in financial data and, more specifically, they 
monitor the rate of growth and profits.

The majority of the participants argue that devel-
opment is intertwined with the company’s pres-
ence, whether it concerns the reputation it has ac-
quired or the expansion of its business activities. 
Therefore, a strong merger and acquisition strat-
egy is developed while the strategic partnership 
plays a vital role in the organization’s entrepre-
neurial position. The strategic goals include the ac-
quisition of new brands or the launch of new ones 
and the development of innovative products, and 
hence the penetration into new markets is feasible. 

Few correspondents correlate growth with the im-
provement of the organization’s technological ca-
pabilities and consider that investments in techno-
logical equipment combined with the recruitment 
of qualified personnel will provide a solid basis for 
the company’s further development.

Almost half of the participants argue that organi-
zational development correlates with internal pro-
cesses constantly being evaluated, improved, and 
enriched to increase efficiency and profits. 

Executives state that new values will help the or-
ganization face new challenges effectively and 
will be the milestone in the new era and the new 
course for the organization. They believe there 
must be an alignment between the vision, goals, 
and values, both organizational and personal.

Half of the respondents invest in human capital 
and enrich job openings requiring specialized 
knowledge while adopting a people-oriented man-
agement style to keep the turnover rate low. In ad-
dition, they consider that recruiting qualified em-
ployees will strengthen the teams and better allo-
cate the workload.

Top management, marketing managers, and junior 
managers perceive the concept of growth similar-
ly and focus on strengthening the organization’s 
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presence either through acquisitions of smaller 
companies, gaining access to new markets and 
know-how, or developing new products. Adopting 
a new culture/philosophy concerns human re-
source management and marketing executives as 
they argue that the values and behaviors demon-
strated by employees are a decisive factor in the de-
velopment of a company and its staff. Of particu-
lar interest is the approach of frontline executives, 
who link the development of a company both with 
the strengthening of its presence and with the in-
vestments in technological equipment, a view that 
the executives of the senior management share. 
Given that these executives are confronted with 

operational problems daily, it is expected that they 
wish to facilitate the performance of their duties. 
The executives agree that growth without corre-
sponding recruitment is impossible, showing con-
fidence in human resources. Emphasis on internal 
operations is given only by three executives at the 
top level, a marketing manager, and a junior man-
ager (IT manager). Finally, only two middle-level 
management executives from marketing and per-
sonnel management refer to the financial indica-
tors and sizes (Figures 1a and 1b).

The data analysis highlighted that managers are 
more concerned about strengthening the organi-

Figure 1a. Internal marketing and organization’s development/executives’ perceptions
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Figure 1b. Internal marketing and organization’s development/coding
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zation’s presence, whether by enhancing its repu-
tation or expanding its activities, demonstrating 
an external focus. Moreover, different approaches 
were identified within the management levels as 
the daily challenges that executives face and the 
nature of their tasks, focusing more on the inter-
nal organization, are different.

The executives must underline the importance of 
recruiting employees with specialized knowledge 
or skills and correlate strategic HRM functions 
with internal marketing and organizational devel-
opment. Based on the above results, internal mar-
keting is related to internal organizational proce-
dures/operations, which lead to monitoring, ad-
justing, learning, and developing. These findings 
support the existing theory (Apiti et al., 2017; Lu & 
Ramamurthy, 2011; Zebal et al., 2019), according 
to which company development is based on the 
reinforcement of the structural capital, empha-
sizing the organizational processes and practices. 
Consequently, the relationship between internal 
practices and company development is document-
ed as focusing mainly on the external and second-
arily on the internal environment.

3.2. Examining H2

The following patterns were identified across the 
data set:

• Personal and career development;
• Work environment;
• Company’s strong position;
• Social responsibility.

Most participants consider that companies of-
fer significant opportunities for personal and 
professional development as they aim to develop 
new skills through educational programs, which 
lead to professional development. In addition, al-
though highly demanding and competitive, the 
working environment is also highly supportive 
and helps employees discover and develop their 
talents and abilities, find professional challenges, 
manage their careers, and promote their personal 
development.

All the participants referred to the working con-
ditions and the attention paid to ensuring a safe, 
positive, and pleasant working environment that 

meets the needs of employees. The working en-
vironment is framed and supported by the cor-
responding management style, which is flexible 
and supportive. The organization promotes open 
and two-way communication, active listening, 
provoking ideas and procedures, and setting rea-
sonable expectations to achieve the best possible 
results. Additionally, organizational procedures 
facilitate task performance; the hierarchical levels 
are limited to improve internal communication 
efforts.

Half of the participants focus on the strong posi-
tion of a company due to the leading position held 
by companies in the industry and the excellent 
working environment they provide. They argue 
that the leading position of a firm and the positive 
reputation as an employer attract and retain tal-
ented people.

Almost half of the respondents place great impor-
tance on the social impact of business activities. 
Therefore, to reduce the negative impact, they un-
dertake actions and adopt practices that engage 
the organization in environmental preservation 
and social practices. 

All the executives point out the people-orientat-
ed character of management. Senior management 
executives consider the development of employees 
to be equally important. There is a convergence of 
the views of senior management executives and 
marketing executives regarding the social sensitiv-
ity shown by a company and the weight given to it. 
Junior managers refer to the social responsibility of 
a company. However, they do not consider it a solid 
point of a firm, while HR managers do not refer at 
all. Finally, the strong position of an organization is 
recorded in the strengths of a company. The human 
resource management executives focus on this, and 
three other executives from all three levels of man-
agement agree with them.

It is found that an organization’s strengths are lo-
cated in the internal environment, which makes 
it unique. Therefore, particular emphasis is giv-
en to working conditions and management styles 
that provide a safe, people-oriented, and positive 
working environment. Another point on which 
the participants focus is the development oppor-
tunities, whether they concern the development of 
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new skills, specialization, or career advancement 
within the company (Figures 2a and 2b).

Findings support the idea that personal and ca-
reer development are related to organizational 
procedures (Garzella & Fiorentino, 2014; Mehta 
& Chugan, 2015; Meibodi & Monavvarian, 2010; 
Olson, 2008) and employee development is pro-
moted by a positive and productive work environ-
ment (Beslin & Reddin, 2004; Janaki et al., 2015; 
Williams, 2002).

Moreover, special attention is given to the so-
cial responsibility of firms, which is considered a 
company asset (Bhattacharya et al., 2007) and fo-
cus on enhancing their market and financial po-
sition (Apiti et al., 2017; Inkinen, 2015; Sardo & 
Serrasqueiro, 2018). 

3.3. Examining H3

Through data codification, the following codes 
were identified:

• Team spirit;
• Employee development;
• Previous working experience/expertise;
• Values;
• Open communication.

Almost all the participants consider that team-
work and collaboration are the critical factors 
of creativity as synergies are developed between 
team members and members are positive, work-
ing with willingness and passion. An organi-
zation benefits multi-levelly as employees are 
oriented toward the same goals, share the same 

Figure 2a. Internal marketing and market position of the organization/executives’ perceptions
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values, and are led to increase their efficiency. 
They support the uniqueness but also the dy-
namics of the team. Respect and mutual trust 
can turn a corporate goal into personal motiva-
tion. They desire employees to be distinguished 
by passion and dedication to corporate princi-
ples and values. They strongly support the val-
ues of consistency, reliability, honesty, and in-
tegrity, which are non-negotiable.

Most participants consider human resources an 
asset and invest in them. They support and pursue 
the development of their employees and create the 
working conditions to enhance their commitment. 
In this context, organizations encourage employ-
ees to take the initiative by enlightening them. 
They invest in training programs and a manage-
ment style that promotes flexibility, willingness to 
learn, and innovation.

Most participants prefer employees with the ap-
propriate expertise in their subject without adher-
ing strictly to this criterion. Ideally, they want the 
experience to be the basis for flexibility and in-
novative thinking. They consider that theoretical 
knowledge is required in accounting, IT, and pro-
duction line fields, but special attention is given to 
relative working experience.

Most participants mentioned honesty, reliability, 
and integrity as core values. They argue that these 
values comprise the framework in which each em-
ployee should behave and interact with others. 

Few participants mentioned that they prefer em-
ployees not only to be receptive to new ideas but 
also to feel comfortable communicating with 
them. Therefore, the recruitment procedure aims 
at these characteristics while the working envi-

Figure 3a. Internal marketing and promotion of the desired behavior/executives’ perceptions
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ronment is supportive and reward practices are 
applied to optimize communication channels. 

Team spirit emerges as a dominant feature of or-
ganizational behavior at a significant distance from 
other characteristics. Another key feature of organ-
izational behavior is the development of employees, 
a view shared by senior management executives, 
human resource managers, and junior managers. 
Employees’ working experience is a characteris-
tic of the organizational culture as they invest in 
knowledge. Regarding the organizational values, 
four out of the 10 executives, one executive of the 
senior management, two middle-level executives, 
and a junior manager, referred to them. Open com-
munication is another feature of organizational 
behavior mentioned by three executives, one from 
each management level (Figures 3a and 3b). 

The data analysis confirms the existing theory 
(Ballantyne, 2003; Beslin & Reddin, 2004; Fang et 
al., 2014; Hatch, 1993; Janaki et al., 2015; Zebal et 
al., 2019), underlining the internal focus of the or-
ganizations and how they operate. 

The findings also highlight collaboration, employ-
ee development, and investment in knowledge and 
expertise by recruiting specialized employees. In 
addition, integrity and honesty emerge as critical 
features of the desired behavior. Executives at the 
three management levels express these views.

4. DISCUSSION

Organizations, in their effort to differentiate and 
gain an edge over their competitors, re-assess their 
internal environment to redefine processes and op-
erations, change their way of thinking, and adopt 
new values. Thus, the current paper examined which 
elements of the internal marketing environment are 
crucial regarding organizational development to in-
vestigate how internal marketing influences the or-
ganization’s market position and to identify how the 
organization promotes the desired behavior. 

From a theoretical perspective, findings support 
existing internal marketing theory (Shiu & Yu, 
2010) that relates the concept of internal market-
ing to the organization’s development, revealing 
commonly shared perspectives. According to Shiu 

and Yu (2010), internal marketing is related to orga-
nizational performance, referring to financial and 
non-financial indicators and the organization’s ex-
ternal outcomes (Tortosa-Edo et al., 2015). Results 
reveal that the executives recognize the importance 
of strategic HRM functions as they invest in recruit-
ing employees with specialized knowledge or skills, 
thus correlating strategic HRM with internal mar-
keting and the organization’s development. These re-
sults are aligned with Chandrika (2017), who argues 
that internal marketing practices can optimize the 
attraction of talented people, and Yiliang et al. (2021), 
who claim the positive effect of strategic human re-
source management on internal marketing. In par-
ticular, the concept of development, as the executives 
perceive it, is characterized mainly by an external 
orientation that focuses on strengthening the orga-
nization’s presence and investing in recruiting quali-
fied employees. 

In addition, these findings support Garzella and 
Fiorentino (2014), Mehta and Chugan (2015), 
Meibodi and Monavvarian (2010), and Olson 
(2008), who argue that personal and career devel-
opment are related to organizational procedures, 
and Beslin and Reddin (2004), Janaki et al. (2015), 
and Williams (2002), who stated that a positive and 
productive work environment promotes employee 
development. The relationship between internal 
marketing and the organization’s market posi-
tion, as well as organizational behavior, displays 
an internal focus mainly on the working environ-
ment’s conditions and HRM strategic functions of 
employee development and team spirit. Internal 
marketing practices that facilitate the free flow of 
information and ensure the unhindered access of 
employees to databases contribute to the develop-
ment of new skills. Thus, they become more cre-
ative and satisfied with the working environment 
and recognize and appreciate the possibilities and 
opportunities, resulting in low turnover rates.

Policies aimed at further enhancing skills and fa-
cilitating task performance contribute to the devel-
opment of employees (Bailey et al., 2016; Grönroos, 
1985 as cited in Bannon, 2005; Mainardes et al., 
2019; Zebal et al., 2019). In the context of imple-
menting new policies, such as adopting a new way 
of working, the transition from unit to the team 
is also highlighted. The synergies developed be-
tween team members are much more than the 
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simple sum. Members interact with each other 
and exchange ideas, and the relationships that 
they develop are the ones that establish the condi-
tions for further creation and innovation. Effective 
organizational performance in terms of resources, 
operations, culture, and knowledge creates op-
portunities for further development through al-
liances (Inkpen & Beamish, 1997; Peleckis, 2014; 
Reynolds et al., 2003). The study also documents 
that core values such as honesty, integrity, and re-
liability define the framework of the desired orga-
nizational behavior. 

Although Chandrika (2017) and Yiliang et al. (2021) 
examined and documented conceptually and em-
pirically the relationship between internal marketing 
and recruitment as well as the positive effect of strate-
gic HRM on internal marketing, this study supports 
and extends the existing literature. It documented 
the impact of internal marketing on organizational 
development through strategic HRM functions of 
recruitment and employee development. Moreover, 
it consists of an effective managerial tool providing 
a sufficient and flexible framework that allows the 
practices to be adapted to different strategic goals.

CONCLUSION

The present study investigates how internal marketing philosophy is correlated with firms’ strategic 
orientation implementation. Specifically, it is examined to what extent internal marketing influences 
organizational development, how internal marketing affects its market position, and what practices the 
organization applies to promote the desired behavior. 

Executives are more externally oriented regarding the organization’s development, focusing on strength-
ening its presence through penetrating new markets or developing new products. The relationship be-
tween internal marketing, organizational development, strategic HRM functions, recruitment, and de-
velopment is documented. The influence of internal marketing on an organization’s market position 
has an internal focus, strongly underlining the importance of working conditions and employee devel-
opment, both personal and professional. Finally, the main characteristics of the desired organizational 
behavior also highlight the internal focus of the organization and the way it operates. The significance of 
teamwork and employee development is documented, while core values such as honesty, integrity, and 
reliability empower employees to adopt positive behavior.

The findings demonstrate a strong effect of internal marketing philosophy on the strategic orientation of 
organizations, thus enlightening a contemporary managerial approach. They support the relationship 
of internal marketing with strategic HRM function and reveal the significance of an additional function 
of employee development. The practices the executives apply depend on the necessities an organization 
needs to meet. Internal marketing philosophy efficiently addresses the demanding business environ-
ment by constantly monitoring and assessing the organization’s efforts and activities to achieve more 
outstanding performance.
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