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Abstract: This article attempts to pinpoint at some of the problems that do not seem to have been solved in many 
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INTRODUCTION 
 
More than sixty years ago the marketing concept was 
first articulated. It has since become an integral part 
of the management doxa. A couple of decades later 
the theory of internal marketing as a necessary 
requirement for the implementation of this concept 
has been developed, and became also consensual 
among managers. 
Nevertheless, it seems that certain organizations, 
although paying lip service to the customer 
orientation, are still acting as if client satisfaction was 
not a primary goal. 
This article will try to pinpoint at some problems that 
do not seem to have been solved in many 
organizations that claim their adherence to “the 
Customer is the King” mantra. 
 
BACKGROUND 
 
A few individuals are considered as the pioneers of 
the idea that the” raison d’être” of a business is its 
customer, and that all the enterprise’s activities 
should be targeted toward consumers satisfaction. 
Drucker, 1954, wrote that “The purpose of a Business 
is to create a customer”. Later on, he wrote, even 
more specifically (Drucker, 1964) that “The customer 
is the business”.  McKitterick, 1957, Borch, 1957 did 
elaborate the philosophy of the ‘marketing 
concept’.Levitt, 1960, in his famous article 
“Marketing Myopia” explained that many businesses 
fail, because of the focus they place on their product, 
which is in fact a mean to satisfy the customers, 
rather than on the consumers needs that might be 
better fulfilled by another form of product, 
“Management must think of itself not as  producing 
products, but as providing custom-creating value 
satisfaction”.  Kotler 1967, in his world acclaimed 
book, determined that the Marketing Concept is a 
philosophy that arose to challenge the previous 
concept (production and sales concepts)”. His 
definition of the concept while remaining basically 
constant over the years has varied a little and is now 
formulated the following way: ” The marketing 

concept hold that the key to achieving organizational 
goals consists of being more effective than 
competitors in integrating markets activities toward 
determining and satisfying the needs and wants of 
target markets. ” (Kotler, 2003) 
Later on the marketing literature focused on ways of 
implementing the “marketing concept”. 
A large amount of books and articles have been 
devoted to the concept of Excellence as a mean to 
achieve that goal. (Peter& Waterman, 1982; Peter& 
Austin, 1985; Caruan et al., 1995; Dahlgaard-
Park&Dahlgaard, 2007; Collins, 2008; Talwar, 
2011…). 
The 1980’s saw also the rise of the Total Quality 
models, at a time when one of the main sources of 
consumers’ complaints against U.S. manufacturers 
was the mediocre quality of their products, as 
opposed to German and Japanese imports, (Garvin, 
1988; Thiagarajan, 1997; Zineldin, 1999; 
Lagrosen&Lagrosen, 2006; Givhan, 2012; Qasrawi et 
al., 2017; Carnerud, 2018…). 
A lot of attention was given in the 1990’s to the 
notion of Relationship Marketing i.e. to build strong 
and mutually beneficial long term relations with 
customers, as opposed to “transactional marketing” 
focused on maximizing the profit of each individual 
sale,( Christopher et al. , 1991; McKenna, 1991, 
Pearson, 1994; Gummesson,1994; Storbacka et al., 
1994;Cravens & Piercy,1994; Juttner & Wehrli, 
1994; Dunn & Thomas,1995,…). 
There was however, an increased awareness, that, in 
spite of the recognition by most organizations of the 
centrality of the customer, there were many obstacles 
to its implementation. In most cases, they were 
related to lack of understanding or adoption of the 
marketing concept by those organization’s members, 
who were not directly involved in the marketing area. 
Some authors (Tansuhaj et al.,1987; Reardon& Enis, 
1990; Piercy &Morgan, 1991;Gupta & Rogers, 1991; 
Barnes,1992…) started to develop the concept of 
internal marketing. This philosophy consisted, more 
or less, in stating that in order to realistically 
implement the marketing concept, it had to be 
“marketed” to all the departments and people 
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involved in the organization. In their important 
article, Rafik and Ahmed(2000), described the 
historical development of the definition of what 
internal marketing consists of, and proposed a 
definition of their own that seems to have been 
widely accepted : Internal marketing is a planned 
effort using a marketing-like approach  to overcome 
organizational resistance to change and to align, 
motivate and inter-functionally co-ordinate and 
integrate  employees, towards the effective 
implementation of corporate and functional strategies  
in order to deliver customer satisfaction, through a 
process of creating motivated and customer 
orientated employees. 
These authors subsequently (Ahmed& Rafiq, 2003) 
described the challenges connected to I.M. 
implementation, and attempted ( Ahmid et al, 2003) 
to suggest some organizational solutions. 
Since then numerous attempts have been made to 
quantify the quality of I.M. in organizations (see Kaur 
and Sharma (2015) for a review). A large body of 
literature also tried to probe the link between I.M. and 
market performance (Tortoza  Ezo et al., 2015; 
Salehzadeh et al., 2017: Kadic-Maglagic et al., 2018; 
…). 
There is today a consensus among managers that 
Internal Marketing is crucial to the fulfillment of the 
marketing concept, and the survival of organizations. 
Furthermore, the emergence of social networks and 
intense globalized competition has tremendously 
increased the need for a customer orientation and 
strong implementation of internal marketing 
strategies. 
 
In many instances a lot of progress has been made 
thanks to Internal Marketing, especially on the 
“cosmetic” side. Gas stations, supermarket employees 
have been educated to be courteous, even in countries 
where it did not come naturally to them. Furniture or 
appliances delivery workers are now used to clean 
whatever mess they created at the client’s house. 
Nevertheless, it is still possible to witness important 
gaps between the stated policies and the reality on the 
ground. 
 
PROBLEMS ASSOCIATED WITH THE 
IMPLEMENTATION OF INTERNAL 
MARKETING 
 
It often, seems odd that businesses and other 
organizations that seem fully aware of the centrality 
of customers’ satisfaction, act in a way that 
antagonize them. As an example, Insurance 
companies, often give a hard time to their clients, 
even when their claim is totally justified, Banks 
might show undue inflexibility, some enterprises try 
to escape their warranties’ responsibility, others do 
not deliver the promised products qualities. A lot of 
complaints on government agencies service are heard 
etc…  

How is it possible to explain this contradiction 60 
years after the spread and adoption of the marketing 
concept, and the need for internal marketing? 
Some answers will be suggested. 
A. Financial Considerations. 
One of the main impediment to the success of a good 
marketing policy, are financial considerations, and 
especially liquidity problems. Although it has been 
proven again and again that it pays to make 
customers happy, this is true on a long term basis. 
Often marketers are confronted with liquidity 
problems, on a short term basis: they need money 
right now in order to survive. One of the ways to save 
on financial resources is to cut on the service to the 
customer. 
This could be done by reducing the number of 
employees, the quality of raw materials, the respect of 
warranties, the speed of delivery, etc… 
That kind of practices will certainly affect the 
profitability of the organization for the long term, but, 
meanwhile it will be kept afloat (at least until its 
managers retire, or find a new job). Sometimes even 
though, the cash flow situation of the company is not 
in danger, its managers, for their own reasons, want 
short term profits to increase. That also explains 
drastic cost cutting strategies.  
This brings us to another impediment to the success 
of internal marketing policies: the different objectives 
of various members of the organization. 
B. Management by Objectives. 
The idea that each employee of an organization 
should be given clear quantitative objectives, which 
will provide for a basis of appraisal has long been the 
norm for of business enterprises, (Morrisey, 1977). 
Unfortunately, this practice, which has many obvious 
managerial advantages, has also some perverse 
effects. For instance, as long as production managers 
will be appraised on production costs, there will be a 
reluctance to adopt new products; financial managers 
are not always happy about an increase in non-
depreciation advertising expenses; human resources 
managers could be sometimes reluctant to dismiss 
non customers-friendly employees etc… 
Another point which should be mentioned is the 
difficulty in measuring – or even giving definite goals 
for customers’ satisfaction. When many alternative 
causes can create a certain phenomenon, it is difficult 
to give specific goals to employees and measure their 
performance (Stajkovic, et al, 2006) 
Since that is the case, organizations and management 
alike are more tempted to give importance to more 
quantifiable objectives (such as production cost, 
financial figures) as was mentioned before, and it is 
to be expected that employees will prioritize those 
objectives . 
An efficient Internal Marketing policy should 
theoretically solve those problems. Nevertheless 
many organizations are still facing a lot of challenges 
on that issue. Related to that difficulty comes the next 
item. 
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C. Ambivalence of goals for employees. (Who is 
their real customer?) 
Recently, in Canada, many banks customers 
complained that they (or their elderly parents) were 
sold by the banks’ financial advisors, investment 
products that clearly did not fit their needs.  
Journalistic inquiries were carried out, and most of 
them answered, that although, their employer (the 
bank), was very explicit, in all internal memos, about 
the necessity of only offering financial products that 
were optimal for the welfare of their clients; they 
realized that those employees that did strictly adhere 
to the rules, and did not sell some speculative 
financial instruments (on which the banks make 
higher profits), were dismissed. By realizing that, in 
fact, they had to satisfy their “real” customer (the 
Bank employing them), to keep their job, they 
decided to ignore the declared policy of their 
employer. 
Obviously the banks managers, when confronted with 
those findings, denied any link between the firing of 
some financial advisors, and their lack of 
performance in selling too risky investment for the 
well being of their customers. 
This problem is not limited to banks. One could 
wonder on what will happen to an insurance company 
appraiser trying to be totally fair and not over-
rigorous to clients claiming for damages? By the way 
in that instance, the perception by the appraiser of 
what will be his company reaction might be even 
more relevant than the reality. 
Bus drivers are told by their company management to 
drive as safely as possible, without taking any risk 
that might endanger their passengers. On the other 
hand they are expected to complete their route, within 
a certain time limit. This might induce them in some 
circumstances to drive without all necessary 
precautions. 
In other words, too often employees are confused, 
because they are given mixed messages: The official 
one, i.e. to try to provide optimal service to the 
customer, and another one, unspoken and 
implicit:”Please the employer”. 
When the message is "please the employer" it is more 
than probable that the employee will do exactly that.  
First on the basis of the day to day life he sees his 
employer much more than he sees the customer.  
Second although organizations tend to say that the 
customer is the one who gives the employee there 
rewards, in reality it is his manager who does it. If 
that is the case, it is no wonder that the customer 
interest takes second seat. (Wei, Y. 2012). 
Another factor in the difficulty of totally adopting the 
marketing concept is more psychological, and has to 
do with feelings of power. 
 D. Feelings of Power. 
Thirty five years ago, a young bank branch manager, 
was asked by a marketing researcher why banks (at 
that time), did not seem to implement a real customer 
orientation. 

He answered that his own experience could provide 
for an explanation.  As a young person, he faced 
much older customers who came to him, dressed in 
their most elegant clothes, a fearful look in their eyes, 
to “beg “for a $3000 loan. This created in him a sense 
of tremendous power that could make him forget that 
he was here to serve them, and not the other way 
around. 
Although, things have since changed, with the 
tremendous development of the field of Bank 
Marketing education and research, the power feeling 
might still prevent the fulfillment of a customer 
orientation. 
This is particularly true in governmental 
organizations, which are monopolies, and therefore 
not subject to competition by more customers 
friendly entities. But even some medical doctors 
admit that the respect they inspire, and the fear of not 
being properly cared for, might turn their head, and 
make them behave condescendingly with their 
patients.   
Organizations, being larger than the individual create 
in the employee’ mind a feeling of substantial size.  
These feelings are being intensified by management, 
which often try to establish a psychological 
separation between their enterprise and the rest of the 
world. Concepts like engagement, group 
cohesiveness, mutual responsibility which are being 
nurtured and developed by management for the sake 
of better performance, create as a side effect a feeling 
of power "we are better than the rest of the world. 
This does not necessarily translate into an effective 
customer oriented approach ( Panisa, M. et al 2011). 
Another aspect of the same phenomenon is 
managerial behavior.  In some instances, management 
behave in an authoritarian manner .That sets the tone 
for  an organizational climate encouraging a power 
play behavior among its employees that might reflect 
itself in the way customers are sometimes dealt with. 
(Rockstuhl, et al 2012). 
The feeling of power  might be felt at the corporate 
level as well as at the individual employee’s. 
1. Corporate Level.  
This is a phenomenon that more often affects bigger 
organizations. Strength in size and resources might 
give a sentiment of power. This is not just a 
psychological phenomenon; the fact that banks, 
insurance companies, hospitals… have at their 
disposal tremendous legal resources, as opposed to 
the individual customer, might push them to pursue 
litigation, even though their case is weak. This is 
more likely to happen outside the U.S.A. (where 
punitive damages are substantial). 
If the organization is a monopoly (like most 
government agencies, public transport companies 
etc…), or enjoys great market power, it might feel 
that customer full satisfaction is not essential, since it 
deals with a captive market. 
The other explanation could be that the internal 
interpretation of what is good service in a giant 
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organization or in a monopoly is often different than 
what most people would define as "good service" 
From their perspective, for example, just answering 
the phone in off normal working hours seems to be 
"going far and beyond", and the customer should 
thank them for it. 
Going above and beyond the service expectation of 
the customer and of the organization and its members 
is a completely different move in the eyes of the 
organization or the customer. 
Nevertheless, the pure psychological impact of being 
a big size corporation cannot be ignored. 
2. Individual level. 
Belonging to a big organization, might also give to 
the individual employee a feeling of power toward 
the customer.  This phenomenon is sometimes 
exacerbated by the pride of belonging to a particular 
organization and the “esprit de corps”. That could 
make the employee feel that maintaining an attitude 
of strongly defending his employer against any 
consumer complaint, is a demonstration of loyalty. 
This often happens in some countries’ government 
agencies, where agents see themselves as “servants of 
the state”, and not “public servants” or “public 
service workers”.  
In addition for some individuals, there is a 
psychological resentment of treating the customer as 
a “King” (or even sometimes as an equal). They feel 
that acting so, will leave them on an inferior status.   
By the same token, employees who are totally 
immersed into their enterprise microcosm do not 
always realize that those same organizational 
procedures that seem sacrosanct to them do not 
necessarily inspire a similar awe to the customers. 
This might often produce misunderstandings, 
especially in case of consumers ‘complaints. The 
employee in charge does not easily accept criticisms 
of those procedures, even if, objectively, they create 
customers’ dissatisfaction. 
 
CONCLUSION 
 
Although a large consensus exists today among 
managers that Internal Marketing is crucial to the 
fulfillment of the marketing concept, and the 
organization survival; it is still possible to witness 
important gaps between the stated policies and the 
reality on the ground.  This article has indicated how 
short term financial considerations, the practice of 
Management by Objectives,  the ambivalence in the 
perception of goals among employees, and Power 
feelings might inhibit a full implementation of 
Internal Marketing policies and  the Marketing 
concept philosophy.   
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