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Abstract

Despite the fact that Internal Marketing (IM) hasezged to capture the interest of
academic researchers and management practitiadhers, is a surprising absence of
empirical study investigating how IM is experiencedthe world of practice. This

constitutes an impediment to bridging the gap & hblistic understanding of the IM

concept. The big question that remains is how ticwdate precisely those activities
that can be taken to constitute the structure ofaid those that do not. This study
aims to bridge this gap by exploring whether thpesgiences of managers who are
implementing IM in their organisations could prawidlarity as to the meaning and

the constituents structure of IM.

This study first undertakes scrutiny of the extdtiterature in an attempt to clarify
the multiplicity of terms often associated with INMhe meaning and the constituents
structure of IM was investigated via an in-depthalgative study guided by the
principles of phenomenology. This qualitative studybased around open-ended
interviews with participants sampled from the UKvpte and public sector firms.
Data was collected and analysed in line with Gierdescriptive phenomenological
research praxis. The phenomenological findingscetei nine overlapping elements,
namely, internal communication, employee trainimegyard, empowerment, employee
motivation, interdepartmental co-ordination, untkmding the organisation,
commitment, and top management support that emeogednstitute the experiential
structure of IM. Drawing upon these elements, tliedys offers a conceptual
framework of the IM structure. Systematic analytst@ps were utilised to ensure the

validity of findings.
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Chapter One

Background and thesis overview

1.0 Background to the thesis

More than three decades after academic writers fagser & Arbeit, 1976; Berry,
1981; 198% described internal marketing (IM) as selling jo&is products to the
employees’ market, i.e. the organisation, its daresit structure has yet to receive
serious investigation. Although there have beercarak attempts (e.@gerry, 1981;
1984; Gronroos, 1985; Gumesson, 1987; George, Fé&ly & Ahmed, 1993; 2000;
Varey, 1993b; Hales, 1994; Ballantyne, 1997; 200)3; Varey & Lewis, 1999;
Conduit & Mavondo, 2001; Schultz, 2002; 2004; 20@émed & Rafig, 2003;
Ahmed et al, 2003; Gounaris, 2006at presenting an understanding of the IM
concept, such attempts, however, have only mansg&adgment academic research
in IM. Thus, this leads to a multiplicity of viewand competing theoretical

alternatives in its domain field.

For instanceSasser & Arbeit (1976draw a parallel between external marketing and
the IM concept, and argue that IM involves the exade of values between the
employee and the employer. In their view, the oiggtion should market its jobs to
employees in order to be able to sell its prodaats services to its external customers.
In clarifying the above notionBerry (1981; 198) suggests that whilst external
customers exchange economic resources e.g. mangyodds and services, employees
exchange human resources e.g. skills, time, andygni®r jobs that provide economic
resources, say, in the form of remunerati®arry’s view stems mainly from the idea of

internal exchange logic. Internal exchange logianslerpinned by the notion that the



nature of exchange relationship that exists betwlee®mployee and the organisation is
not different from the exchange relationship thasts between the organisation and the
external customergCollins & Payne (1991 believe that IM is concerned with the
management of human resources from a marketinggerse i.e. a form of marketing
in which both the ‘customer’ and the ‘supplier’ angide the organisation. Critics (e.g.
Hales, 199)% however, have argued that IM has no such imptinat for human
resource management (HRM). AccordingRiercy (1995; 1996 IM is an operational
approach to creating a balance between the needsotbf the ‘internal’ and the

‘external’ customers.

Although Gumesson (19§97supports the notion of the ‘internal customer’i@plied
above, he identifies that IM serves as the integgahechanism that transports external
marketing activities to the internal market of eayges in order to achieve overall
customer satisfactioiisronroos (198pidentifies that IM involves the use of marketing-
like techniques internally, which can be useful mrotivating employees towards
customer-consciousness and sales-mindednegsges (199% contends that such
marketing-like techniques are advertising and proonal selling points used to
manipulate and relegate employee action. Whilsogeising IM as the use of
marketing-like activities internallyRafig & Ahmed (1993 maintain that IM is a
mechanism for aligning, and integrating individualh the effective implementation
of corporate strategies, as well as overcomingst&sce to change in a wide range of
organisational contexts. The alignment mechanisth iM, asAhmed & Rafiq (20038
later emphasize, implies that IM generates involetrand employee commitment to

organisational programmes.



IM is believed to engender employee commitmentughointernal exchanges of value
and symbols through effective communication betwdle@ organisation and its
employee groups, which is a prerequisite for swsfobsexchanges with external
markets (George, 1990 This implies that IM includes actions and mam&de
directions an organisation implements in order ioogirage and generate employees
and other stakeholder support for organisationagji@mmes and processgschultz,
2009). De Bussyet al., (2003 suggest that IM harnesses stakeholder needsniaya
that such needs are reflected in the exchangeiomghips that go on within the
organisation. In a case study of Australian banklegees,Ballantyne (1997; 200Qb
found that IM is a mechanism used by employeesitiol land develop internal network
of exchange relationships for the purpose of kndgderenewal. Recent studies (e.g.
Lings, 2004;,Gounaris, 2006in IM suggest that internal market orientatioMQ) is an

IM measurement construct used to build effectivati@nships between employees and

the organisation.

The foregoing, which constitute the key competicgdemic debates in the domain
field of IM, accords primacy to the employee markdtilst viewing IM as a co-
ordinating strategy used to create high performavmd systems in order to generate
both employees and other stakeholder support fyarasational goals. This raises the
spectre of relevance and validity, given that theve-mentioned studies have largely
ignored how IM is experienced in the world of preet There is currently no
systematic or rigorous investigation as to how Ibtuwrs and/or is experienced by
managers who are attempting to implement it witthieir workplace. If anything,
there is yet to be evolved a clear understandinth@fabstract and often ambiguous

language of academic theorists in this field oflgtu



Echoing the above view in a guest editorial to Eheopean Journal of Marketing
Ahmed & Rafiq (2003, p.11§%emphasize that this gap illustrates the “deafth o
academic research” in IM domain, &hultz (200p subsequently corroborates.
Schultz (2006, p) stresses the need to evolve an ‘“inclusive andstiojl
understanding of the structure of the IM conceptitgorporating the “voice” of
practitioners. Therefore, this study attempts tib this void by exploring the
phenomenon of IM as experienced by practitioners are attempting to implement it
in their world of work. The current state of acanile research in IM can best be
summarised, “there is a great deal of confusiathénliterature as to exactly what IM
is, what it is supposed to do, how it is supposediat it, and who is supposed to do it”
(Rafig & Ahmed, 2000, p.449 Thus, it is not surprising as to why criticsclsuas
Hales (199)% attack IM strongly, especially, from the perdpex of other
organisational concepts such as human resourceagaaent (HRM) with which it

shares association.

However,Ahmed & Rafiq (2003, p.1169-J0aise four areas of concern that explain

the gap in the current understanding of IM:

a) There is still considerable debate as to what dotes IM, how it should be
operationaised as a pragmatic managerial intexwergnd how it should be
operationalised in academic terms for rigorouststywand investigation.

b) Most of the research in IM, with a few exceptiohgas focused on simply
assessing the adoption of IM, rather than investigaits effectiveness or
operationalisation. In other words, there is a pguof rich case-based
evidence and even more acute shortfall of the mgogous empirically-based
investigations.

C) There is still little consideration of how IM fiiea with macro-programmes of
organisational intervention and strategic contéxit instance, how does IM
aid organisational effectiveness, what is its intpgat business performance,
and how does IM dovetail with other initiatives @drporate transformation
and success?



d) The cross-functional nature of IM makes it a diificarea to research, as it
requires knowledge not only of marketing but aldo homan resources
management and other disciplines that affect midkastrategies.

It is precisely with the first and last areas ohcern in mind that my study situates its
task of exploring how IM as developed by acadensasnderstood and experienced
by managers attempting to apply it in their orgatas. However, it would be
impossible to achieve such an aim by simply follogvpreconceived starting points,
which have tended to assess the IM concept frorelpwuantitative and academic
lens. Previous IM studies (e.Gounaris, 2006that follow such preconceptions have
yet to grasp fully the significance of the undetlyiissues confronting research
approach in IM. In most cases, such attempts, Isecafi a lack of clarification
confuse and add further ambiguity to theoreticahteassociated with IMAhmed &
Rafig (2003 andSchultz (200% call for entirely new direction, an unpretenticursd

radical reconsideration of the methodological apphoto IM research.

In stark terms, in order to understand how to cphedise/operationalise as an IM
empirical construct in academic terms but with argational relevance, it necessary
to focus attention on practitioners’ perspectivasda on their experiences of IM in
their everyday organisational life. The clear albsenf such an IM mandate is the
cause of the schism increasingly displayed by anadeesearchers in the domain
field of this study. Without much doubt, there islack of consensus amongst
academic researchers in IM domain field. In a gwsBtorial to thelnternational

Journal of Management Practicéhmed (2004, pJ)Llaments the narrowly focused
and burgeoning number of unsophisticated acaddremmries which are “less and less

useful in solving the everyday problems of managesemployees in organisations.”



A far more important concern relates to the reseagproaches used in most IM
investigations. Whilst it is fair to acknowledgeatiresearch approaches in extant IM
studies are rich and varied, however, no study tfars has examined the
phenomenology of IM, or the manner in which pramtiérs implementing IM
experience it in their everyday organisational.lifeurprisingly, phenomenology
investigation to clarify the domain of IM has natem utilised. It is exactly at this
seemingly intractable juncture that my study offareompletely new direction, as
Ahmed & Rafiq (2003 and Schultz (200p demand. It employs the qualitative
phenomenological research approach to investigate gractitioners experience and
understand the IM phenomenon. Phenomenology, aiocptd Polkinghorne (198K
seeks to reveal a phenomenon as it appears indapteofdand prior to any theoretical

interpretation, scientific or otherwise.

The phenomenological research approach employtdsistudy seeks to describe the
invariant features that emerge to constitute thectire of IM, as experienced and
understood by those practitioners involved in IM plementation in their
organisations. Without such empirical research tinpcontinuing theoretical
interventions in the domain field of IM will remaijust that; theory, without any
profound impact on organisational life. The phenoategical frame employed also
situates itself precisely within the recent call sSgyme eminent scholafs.g. Ehrich,
2009 in management research. They advocate the neexptore phenomenology as
an alternative research approach to providing nesights and knowledge in
management research. Therefore, the rationalenéoctirrent study sits at ease with

the following key objectives:



1) Methodological exploration, particularly the uglit of descriptive
phenomenological research approach to investigatelIN is experienced in the
world of practice.

2) Examination of the multiplicity and the often-mislerstood theoretical concepts
closely associated with IM.

3) Commentary on extant IM definitions and key empiricstudies in IM
measurement with an aim towards providing insittsonstruct development.
Each objective is addressed in full in the subsetuwhapters within this study.
However, the rationale behind these objectivesulined below, followed by the

structure of this study.

1.1. Why phenomenology as the focus of methodoioagl exploration?

The complete absence of phenomenology investigatidhe field of IM is a clear
manifestation of the lack of dialogue between é@xistesearch approaches in IM and
other forms of established research approacheser&@égn the existing empirical
research approach in the IM domain is guided predantly by two standing
assumptions. Firstly, that operationalising theddhcept via quantitative mechanisms
and in purely academic terms would automaticallyiltate a unified and common
practitioner understanding of IM itself. Secondiyat simply adapting the external
marketing constructs, such as, Market OrientatM®) and Marketing Mix Elements
to develop an IM measurement construct e.g. IM naird Internal Marketing
Orientation (IMO), will provide the lens through igh to establish the constituents
structure of IM. Previous studies (eAgfamedet al., 2003; Lings, 2004; Gounaris,
2006; 2009 that follow such standing assumptions have shimharent failures and
inconsistencies in their theory construction andlei@evelopmentkafig & Ahmed

(2000, p.45) recognise this view and remark that “What is megfliis a precise



specification of those activities that can be takemronstitute IM and those that do

not.”

Unfortunately, academic theorists who lack deepewstdnding of the meaning and
essence of IM in relation to how practitioners pere it have tended to pursue the
above view rather narrowly. For example, in pogitiM as a purely abstract and
theoretical phenomenon, previous empirical stufges Lings 2004; Gounaris, 2006
in IM that strictly follow the quantitative rese&rapproach tend to ignore the salient
issues facing academic research in the field, saghncorporating practitioners’
perceptions of IM. This is not to suggest thatdoantitative mechanism represents a
less than meaningful research approach to IM inyasbn, but the majority of such
quantitative studies (e.ghAhmed et al., 2003 have yet to bridge the rift between
academic theorists in this field of study. Thusamfitative studies (e.gsounaris,
20060 that have focused on establishing whether IMigliaption in organisations was
right or wrong have led to the abstract formalmadi and fragmentation of IM
research, with the consequent result “that thees dmt exist a single unified notion

of what is meant by IM{Rafiqg & Ahmed, 1993, p. 239

Indeed, a phenomenological research approach to inkstigation will add
substantially to understanding of those activitied constitute the IM concept as well
as contribute in clarifying its domain field. Explog the nature of IM phenomenon
through a phenomenological process is an attempvalzing an IM structure that
practitioners can easily relate to in their evegydaganisational life. For instance,
several studiese(g. Ahmed, 2004; Schultz, 2004; 2)@EXxamining research in IM

particularly highlight the lack of research in IMtlw practitioner focus. This in turn,



raises the question as to whether the academic comymhas developed a

substantially deep insight into how practitionexperience IM in their world of work.

Therefore, the descriptive phenomenological proeesgloyed in this study promises
to address the lack of practitioner ‘voice’ in Isearch by attempting to specify the
structure of IM based on the perspectives of prangrs whose everyday IM
experiences are self-evident. Importantly, relatthg phenomenological findings
from the current study with the findings of othesearch approaches will show easily
how the emergent invariant features of IM phenomesid with other empirical

findings in existing IM studies with conventionalearch approaches.

1.2 The multiplicity of concepts associated withM:

IM was initially proposed as an approach to sew/iogarketing management that
involves the application of the external marketocancepts within the organisation
aimed at improving individual capabilities and mmi@ market exchange relationships,
which ultimately, leads to organisational effectiess Berry, 1981; Gronroos, 1981,
Gumesson, 1987; Rafig & Ahmed, 1993; 2000; Sch2@f4. The intention was to
use the IM concept as a strategic mechanism througith to facilitate the
integration of functional boundaries within the angsation. Although such an aim as
intended has not yet been fully realised, its patief development however, has
generally evolved from the notion “that the “custginis inside the organisation”

(Berry, 1981, p.3}

Such a notion of IM captured the fascination ofd&raic theorists who began to apply

variety of interpretations to IM investigation. Wnfunately, the variety of IM



interpretations led to a diverse range of actigibeing grouped under the umbrella of
IM. These activities include, for instance, int@rmarket exchangesésser & Arbeit,
1976; Berry, 198), a holistic management process that integrates nultiple
functions of the organisatioftGeorge, 1990; Varey, 1995; Ahmed & Rafig, 2000;
Schultz, 200X a cross-functional process of alignment andgraton (Rafig &
Ahmed, 1993; Ahmed & Rafig, 20))3a management philosophy for interactive
marketing function(Gronroos, 1981; 1995 and management of internal business
relationships(Gummesson, 1987; Piercy & Morgan, 1991; Rafig &wd, 1993;
Voima, 2000. With the variety of IM interpretations and digerrange of activities,
came the problem of contradictions at IM’s concaptavel, which in turn, made its
empirical investigations more difficult to undergak Therefore, a thorough
examination of the above often-ambiguous competiegretical interventions would
naturally be the starting point in my objective tire phenomenological process of

establishing the structure of IM.

1.3 Commentary on extant IM definitions and meastement studies:

A related aspect of the rationale for this studyesgas from recent comments that
IM’s defining principle remains elusiverafiq & Ahmed,2000. In addition, most
previous empirical studigg.g. Gounaris, 20Q6nvestigating IM focus mainly on IM
definitions and levels of adoption of IM by orgaatisns. Previous studies (e.g.
Ahmedet al.,2003; Lings, 200ythat have focused on the measurement of IM in the
hope of developing a model of IM as a managerial taave constantly failed to
articulate those activities that can constitutedtnecture of IM and those that cannot.
This meant that frequently the efforts of such pres studies lack consistency in

articulating precisely those activities/elementsattishould constitute IM. This
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highlights the need to scrutinize existing IM défons as well as studies of empirical
nature investigating IM measurement. This is neggsin order to evaluate whether
such academic views of IM sit at ease with the IMeqomenon as experienced by

practitioners in their organisations.

1.4 Organisation of the thesis

This thesis is comprised of seven chapters. Chabtpresents a detailed critical
review of the IM literature, with particular empigsn scrutiny of the multiplicity of
concepts closely associated with IM. The chaptengrises of two strands. The first
strand examines the multi-conceptual nature of i #s conceptual role, whilst the
second strand scrutinises existing IM definitionsd ekey empirical quantitative
studies focusing on IM measurement. Chapter 2 colesl with a diagram classifying
the competing schools of thought in IM followed the research questions for this
study as a whole. Chapter 3 details my understgnalirthe main theoretical variant
of phenomenology guiding the current study. ThH®nale to execute this study using
Giorgi’'s descriptive phenomenological praxis wile utlined in chapter 3. The
chapter concludes with a critique of qualitativeei@ch method as well as the frame

through which to evaluate and better understaned¢bégical validity of this study.

Chapter 4 reports the methodological details of 8tudy as a whole. It includes a
discussion of how | have taken this study forwandough a personal narrative
articulating my decision and choice of phenomengldde chapter also justifies the
sampling size whilst explaining the sampling precasd the data collection method.
It also presents the role of the pilot study inpih@j to streamline the main

phenomenological study. For instance, one of th&cames of the pilot study
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suggested the need to modify the research quedtiorike main phenomenological
interview process in order to grasp fully the emeygM phenomenon as it presents

itself.

Chapter 5 presents the phenomenological analygtsostudy as well as outlines the
phenomenological findings emerging from the phenwotagical interviews. Chapter
6 discusses in detail the phenomenological findofghis study as a whole in relation
to the findings of existing empirical studies in.IM'he frame of discussion considers
the major issues of convergence and divergenceethatge, with particular emphasis
on how my phenomenological findings relate with timglings of IM studies with
conventional research methodologies. The chapteclades with a synthesis of the
operating dynamics that emerge from my phenomenzdbindings. Finally, chapter
7 revisits my study’s aims and objectives as welpeesents the contributions of my
study to knowledge. It should be noted that my gbuations relate only to those
managers who are exposed to, and whose IM expeseantd implementation in their
organisations is salient. The chapter concludes wulie study’s limitations, its
implications for academic research and practioselsas recommendations for future

research.

1.5 Summary
This chapter has outlined in brief the backgroumdnty study, its objectives and the

rationale for my study as well as the methodoldgpmracess for achieving its aims.
The chapter concluded with a summary highlightihg tontents of the different
chapters that comprise this study. The next chaptgins with a detailed critical
review of the extant IM literature with focus ondaelssing the last two objectives of

this study.
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Chapter Two

Examination of the multiplicity of terms associatedwith the IM concept

2.0 Overview

The main purpose of this chapter is to clarify tféen-misunderstood competing
theoretical perspectives associated with the IMceph through critical review of the
existing IM literature. This chapter compriseswbtstrands that relate to key aspects of
debates in IM domain field. The first strand igided into five sections with a focus on
(1) IM as internal exchange, (2) IM as a managephilosophy, (3) IM as the
management of business relationships, (4) IM asracegs of cross-functional
alignment, and (5) IM as a process of cross-funetiontegration. The second strand
comprises a review of existing IM definitions arftk tcritical examination of key
empirical studies and their operationalisationh& IM concept. The chapter concludes
with a diagram classifying the key competing debated schools of thought in IM as
well as the key phenomenological research quesgaiding the current study. First, |

begin with the historical perspective on IM.

2.1 Anintroduction to internal marketing:

Historically, IM emerged from the field of servicesarketing literature and
increasingly became relevant across a wide rangacaflemic research activity by
specifying a theory of action(s) inside the orgatn that serves to build external
customer orientationAhmed & Rafig, 199% The seventies changing scenario in the
nature of the internal business environment assaltreof the increased focus on
employee performance as key to organisational pegoce was particularly crucial to

stimulating academic debate in Iasser & Arbeit (1976first alluded to what now
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constitutes the mainstream theoretical discussidv@s an area of academic research
and management activity. They argue forcefully ttiet development of the service
economy in the seventies entailed that servicesfimast recognise that its most critical
productive resource is its workforce. Accordingthem, “the key to success is for the
service business to regard its jobs as its prih@paducts and its employees as its most
important customers’Sasser & Arbeit, 1976, p.R2This is because, asvitt (1972, p.
43) reports, the customer continues to view servisgparsonal, as something “one
individual performs personally for another.” Thi®wd imply that employees remain

the essential ingredient for effective service\del.

However,Berry (1981, p.3%is credited with coining the term IM. He suggeist IM
can be considered &giewing employees as internal customers, viewingirt jobs as
internal products.” The idea of internal custonerRafig & Ahmed (1993 identify,
means that individuals in the organisation can égamded as both suppliers and
customers, and the workings of an organisation loanthought of as a series of
transactions between these ‘internal customers’ ‘emernal suppliers’. This implies
that the organisation needs to be understood agemnmal marketin the same way that

marketers consider their traditioredternalmarket(ing) environment.

Central to understanding the notion of organisatisna market minimally warrants
some brief outline of organisational theory dynanithis is to establish more clearly
the frame through which to understand the deepetsrof IM as constituting the
internal aspect of the market exchange relationdtie thread of discussion will focus
on transaction cost from the perspective of intemarket exchange relationships. A

transaction cost is any activity that is engagettonsatisfy each party to an exchange
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that the value given and received is in accord wighor her expectation'Ouchi 1980,

p.130.

Economic and organisational theorists (€gase, 1937imply that firms voluntarily
arise because the economic transactions controllighin them represent a more
efficient way of organising productioiVilliamson (1979 argues that the activities of
the organisation are defined not just by economatdrs but also by the nature and the
efficiency of the structures within it. These stires are usually established by a
combination of those activities e.g. economic aalavioural norms, the organisation
undertakes in order to obtain and transform ressueg. labor, values, as well as

distribute resources e.g. products/services, money.

Although Coase (193) and Williamson (197% argue from the transaction(s) cost
perspective of market exchange relationships iamsgtions, the ‘exchange’ to which
they refer is more than simply ‘wage for efforts @itt & Foreman (199Pidentify™.
Rather, it also involves the more complex socitdriactions between the employer and
the employee. This view provides a framework whallows one to identify the
conditions that not only give rise to the costs médiating exchanges between
individuals, but also, a®uchi (1980)identifies, to understand that each individual
gives something of value e.g. labour, and recesasething of value e.g. money, in

return. This clearly speaks to the internal aspét¢he market exchange relationships,

I Pitt & Foreman (1999) identify broadly two ways in which organisational transactions can be analysed.
One strand - which goes back to Marx, sees the organisation as a non-market form within a market
economy in which capitalist organisations internally operate as coercive hierarchies. A second strand rejects
this approach and sees the relations within an organisation as a series of internal transactions, whilst
recognising that such internal transactions are not exactly identical to external market (transactions)
dynamics. This approach nevertheless, stresses the importance of voluntary internal (market) exchanges,
and therefore resonates with the IM principles.
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since employees are widely perceived to offer tkeour in return for compensation,

say, in the form of money.

Therefore, it follows that most IM proponents woukhdily take the view, aSuchi
(1980 argues, that in a traditional external markeattehships, the exchanges that
occur between two parties are often mediated byi@ pnechanism in which the
existence of competitive markets reassures botiepas to the fairness of the terms of
the exchange. In contrast, in internal market emgbarelationships individuals
contribute labour to the organisation, which assuntige task of mediating the
relationship by placing a value on each contribuaad then compensating it equitably.
Unlike in the traditional markets, however, whatséx in the organisation are arguably
quasi-markets in which parties are connected bytaot binding mechanisms e.g.
individual-cum-organisational goals, which ensumeiactions and adaptations in order
to enhance the overall customer experience. Tlygesis that the perception of equity

in each market exchange relationship will of coursalifferent.

In the case of market exchange relationships iatltnequity usually depends on a
social agreement and/or arrangement that allows dilganisation to assume the
responsibility and/or the obligation of mediatirige trelationship by compensating its
members equitably F{it & Foreman, 1999 The organisation also ensures that
transaction exchanges are valued and the termgipetdcas equitable. In turn, the
organisation can expect to have members who arénguilto commit to the

organisation’s goals. It is the effective manageimeh these internal exchange
relationships, ag&shmed & Rafiq (2003, p.11jGemphasize, “that allows the ‘delivery’

of what marketing has promised externally.” Howew@nce the parties connected to
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the exchange relationships in the case of traditiorarkets, i.e. organisation-customer,
are arguably, more often likely to behave in tloeun interest or act opportunistically.
The question then arises as to how organisationsdeaelop and manage effectively
exchange relationships internally. Relationship keting, as several IM scholars (e.g.
Gumesson, 1987Ahmed & Rafig, 2003 identify, provides an obvious theoretical
standpoint through which to tackle this problemhefefore, the relational approach to
marketing underpins much of IM thinking, and pra@adan alternative framework to the
nature of market exchange relationships that ooatside the organisatioasBell et

al., (2003 have found

Similarly, Pitt & Foreman (1999 have earlier reported the role of IM in the
organisation from a transaction cost perspectiveirTstudy echoeBell, et al., (2003,
and suggests an alternative frame through whiclexplore further the exchange
relationships internally vis a vis the relationgpeoach. Based on the governance
mechanisms guiding employer-employee transactioinsy refer to the relational
market as one with the “lowest level of transactiosts” in which “market mechanisms
will be more efficient” Pitt & Foreman, 1999, p.31They argue that the relational
market mechanism relies largely on interpersonaldbaand procedures to regulate the
exchange process between parties to the excharggomships, e.g. employer-
employee relationship. In their view, in relatiomahrkets, the employee would have
more affinity for what the organisation stands fmce he or she is compensated by
“higher job satisfaction, higher wages, and moreéfies”, whilst employers in turn,

“gain the rewards of commitmentP{it & Foreman, 1999, p.31
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In addition, the market exchange relationshipshi@ organisation indeed allow the
flexibility to customise (e.g. personalising rewsydthe employment transaction
dynamics, since the organisation is in a positeondater for the needs of the individual
and his or her predispositions in employment. Tais be achieved by giving specific
attention to the needs and preferences of theithdaV in the design of jobs, and in
overall operations, given there is goal congruer@eals are congruent when the
employer and the employee have mutual expectafiodsa clear sense of purpose in
the pursuit of corporate goals. Therefore, it lvelsathe organisation to ensure that the
bases of its market exchange relationships witmésbers meet the standards of what
Ahmed & Rafig (2003, p.11§Zoin as “the circle of reciprocity” in IM termitagy.
This is when the organisation can demonstrate ithiatcommitted to its employees,

only then can its employees respond in kind, amdipe committed to its success.

Sasser & Arbeit (1976had earlier foreseen the foregoing and reasdrotiganisations
require an integrative approach in order to undecsthe critical role of employees in
such market exchange relationship. They highlightfact that since the core concept
of marketing transaction is the exchange of vahetsveen two parties, “the employer-
employee relationship is such a transaction, inclvlthe things-of-value exchanged
include time, energy and feelings, as well as mbd(8ysser & Arbeit 1976, p.p4 Put
differently, the market exchange dynamic inside ¢hganisation is premised on the
notion that the internal business relationship leetwemployers and their employees is
not different from the nature of business relatpghat exists between organisations

and their external customers.
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The reality is, however, that whilst the foregoipigpvides the theoretical touchstones
with which to consider, and perhaps, accept thectvicept as an academic research
activity, | can hardly deny the fact that its vidlgias an organisational tool remains
elusive. Not least because apart from the factiMataries widely in interpretation and
application in the marketing and other manageméatatures e.g. organisational
behaviour, its meaning and constituents structereain undeniably ambiguous and
confusing Rafiqg & Ahmed, 199R This is because most studies in the field haaenb
of a prescriptive and normative naturet( & Foreman, 1999; Mudie, 2003l herefore,
the first task in my critical review of the liteta is to provide some clarification of the
confusing and the competing theoretical alternatoiéen associated with IM. The next

section will attempt to address this task.

2.2 The theoretical confusion surrounding the notion oiM

That the concept of IM is in a great deal of coifnsas to exactly what it is supposed
to do and how it is supposed to do it is almosuein. Most of the confusion stems
from the competing academic viewpoints as well bBs bften-misunderstood

multiplicity of terms closely associated with thé kconcept. This section aims to
delineate and clarify such confusing array of tefram a multi range of perspectives
including a) IM as internal exchange logiBefry, 198), b) IM as a managerial

philosophy Gronroos, 1981; 1985; Ahmed & Rafig, 2008) IM as management of

business relationshig¥/oima, 2000, and d) IM’s cross-functional role of alignment
and integration@ronroos, 1985; Rafig & Ahmed, 1993; 2Q00Bach of these terms is
linked with a wider theoretical field, such as, keting and services marketing to

which IM relates.
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2.3 IM and the logic of internal market exchange

The notion of IM as a mechanism for internal markethange emerged from the
services marketing literature during the 1980s qukmf changing socio-economic
conditions. During this period, issues of emplogeacerns dominated the services’
marketing literature, such that the idea was tatera substantially enhanced internal
business relationship between organisations andwloekforce in the hope that such
effort would lead eventually to an efficient and meffective organisation. Thus, in
an attempt to engender such a business atmospharketing scholarge.g. Berry,
1981 sought to present the organisation as a markehioh the owners must seek to
satisfy individuals within it in much the same fashas they seek to satisfy the
interests of external customers. Positing the asgdion as a market has implications

for the idea of IM as internal exchange logic.

The internal exchange logic is underpinned by tbgon that the internal business
relationship between employees and employers isdiffarent from the nature of
business relationship that exists between orgaorsaiand their external customers
(Berry, 198). This implies that the early basic premise of idé&ts upon the notion
that the organisation must be understood as a markbe same way that marketers
consider their traditional marketing environmenibis view suggests that there is
some kind ofexchangewhen the organisation and its supporting netwamkgiding
employees, suppliers and distributors come togethepme point to interadRay &
Wensley (198Bidentify that integral to understanding the logicinternal exchange
is understanding the nature of exchange that tplee® within the organisation. That
is, the notion that there is marketing inside thgaaisation when the organisation has

a job to sell to employees, suppliers or distribgit&uch notion is predicated upon the
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view that by satisfying the needs of employees @hér stakeholders (e.g. suppliers,
distributors) as internal customers of the orgamsaorganisations are more likely to

satisfy their external customeidgry, 1981; De Bussgt al.,2003.

Although the above view remains largely contessedgeral studiese(g. Berry, 1981,
1984; Gronroos, 1981; 1985; Day & Wensley, 1983]li@ & Payne, 1991
highlighting the logic of internal market exchangegue that such notion would
enable the organisation to focus on satisfying é¢neployees’ needs as internal
customers just as they focus on satisfying theiereal customers’ needs. This view
attempts to extend the dynamics of external margedctivities to internal marketing
in which consumers exchange money for goods andcest and in which employees
exchange their skills for jobs that provide amoragbers some form of compensation,
asBerry (198) identifies. Consistent with Berrgollins & Payne (199lcontend that
the use of marketing ideas must not be confinetbndy to products and services, but
on the expectation that people who buy productseovices are also involved in the

same type of exchange logic as people who seekogmpht that is satisfying.

However, the logic of internal exchange must beragghed with caution, as its
notion in the marketing and management literatiemains divisive, especially,
amongst critics who find the notion very difficud comprehend. For instance,
althoughRafig & Ahmed (1992appear not to disavow entirely the underlying oroti
that underpins the logic of internal exchanipey however, caution on the nature of
its use and construction. They question whethehn surcidea is workable between an
employee and the employer in the same way as tte¥nex marketing given there

could be some elements of coercion where the ‘msdjobs) employees are sold
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may have ‘negative utility’. They argue that an éogpe may feel compelled to
accept unwanted jobs as internal products, whicly ma may not be directly

beneficial because of the contractual obligatidnsi®or her employment.

Kotler and Levy(1969 echo similar views, and emphasize that markedictiyities
should indeed consist of non-coercive activitiethe®s €.9. Mudie, 200Bargue that
since employee’s life is eclipsed by the changimgcsures and routinised procedures
pervasive in modern day business environmentmares to be seen how the logic of
internal exchange can hold up to scrutiny. Degpbieabove views3erry (1981)and
Collins & Payne (1991 particularly insist that the internal exchang@idois of
relevance to understanding the concept of IM. Haxegmerging from the logic of
internal market exchange is the notion of ‘emplogseinternal customer’, which is
often misinterpreted as ‘employee as customer’.eew of these two notions is

therefore called for in order to suggest an appat@term for use in IM domain.

2.3.1 ‘Employee as internal customer’ versus ‘employee agistomer’

The notion of ‘employee as internal customer’ igenaften than not misinterpreted in
the management literature (See, for exampleles, 1994; Foreman and Money,
1995 with ‘employee as customer’. Therefore, this mectvill first attempt to draw
the line by explaining the distinction between tive notions before proceeding with
a clarification of which term is perhaps, more apmpiate for use in the domain field

of IM.
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Both the notion of ‘employee as customer’ and tb&om of ‘employee as internal
customer’ appeared pre-eminently in the serviceskatiag literature in the early
eighties wherBerry (198) initially discussed the concept of IM in tldeurnal of
Retail Banking However, the nuances of usage and the applicafiboth notions in
the IM literature are very often misunderstood, tagad and wrongly interpreted.
Berry (1981, p.3%first used the terfemployee as customer’ as the title of his paper
on IM, but articulates the concept of IM in the sapaper by describing it as an
academic discipline that views “employees as irgkeoustomers’ and their ‘jobs as
internal products.” Thus, the above explanation provides the critiegdagture point
between the notion of ‘employee as customer’ aedtition of ‘employee as internal
customer’ in the context of this study. Therefdhes study takes the view that the
notion of employee as internal customer is arguaidye appropriate term for use in

IM domain.

This is because the notion of ‘employee as intecugtomer’ carries a much more
restrictive definition of the employee’s life asastomer in contrast to ‘employee as
customer’, which has a much wider boundary-spannasgociation with my
understanding of the ‘traditional’ customer. Thetiom of employee as internal
customer reinforces an idea that otherwise woulde haut less emphasis on the
principle that underlies internal exchange logibjcki is underpinned by recognising
employee satisfaction as crucial to external custogatisfaction Quester & Kelly,
1999. Viewing or defining IM from this lens nonethetesasMudie (2003 identify,
will hinge on the conceptual strengths, aims ansl plerceived legitimacy of IM
phenomenon. There can be inherent difficultiesangposing the characteristics very

typical of external customers to employees. Thetrectual nature of employment
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may not permit such transposition. For instanceem@ployee could face a threat of
disciplinary action e.g. suspension or even a disalifor failing to carry out his or
her assigned duties without a reasonable causmritrast, an external customer can
reject offers from a particular product/service pder without the threat of similar
disciplinary action, although there can be circiansés in which the external
customer may be compelled to honour contractuabatibns, i.e. if any exists, to

such a provider.

Although some €.g. Mudie, 2008 have argued that the notion of ‘employee as
customer’ in whatever form is a diminution of them@oyee identity, it however
highlights the need to recognise employees’ perdmge as vital to organisational
performance, aBerry (1984 emphasizes. This is because as employees engage i
form of exchange process or another with each ptheir actions arguably either
positively or negatively influence the activitiek marties in such exchange process.
The outcome of such influences in either case vaille resultant implications for the
overall activities of the organisation. Therefoley employees recognising and
viewing each other as ‘internal customers’ engendée behavioural tendency
amongst them to get such exchanges right regardiessrcumstances. On the
contrary, the notion of ‘employee as customer’ doe$ only fail to highlight
employee performance as crucial to organisatioedlopmance, it fails to recognise
the importance of employees’ responsibilities toccheaother as well as their

contributions towards the overall success of tigaisation.
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In Berry’'s (198) view, by organisations recognising their empleyes internal
customers, they are more likely to be inclined dentifying and understanding
employees’ needs and wants with a view to satighgaoch needs. If employees’
needs are understood and satisfied, it is mordyliteat such employees would be
inclined to satisfy ultimately, the needs of extdroustomers. Since, &uester &
Kelly (1999 found, satisfied employees are far more likely éosure greater
efficiency and effectiveness in the discharge eirtfunctions than if otherwise they
were dissatisfiedRafig & Ahmed (200D got to the crux of the matter. They argue
that although the early formulation of IM along thetion of ‘employee as internal
customer’ needs to be-examined carefully, they agree that the notionrseenore
appropriate for use in IM domain than the notion‘esfployee as customer’. They
however emphasize the need to view IM more broadlgrms of its outcomes, i.e.
“the implementation of marketing and other prograesnrather than being concerned
with specifics of whether the employee is “kin(Rafig & Ahmed, 1993, p.230
With this focus established, attention is now tdrne the notion of IM as a

management philosophy.

2.4 IM as management philosophy

The primary function of IM as a management phildgofs varied and unclear. IM is
however perceived as an interactive marketing @ygtithat permeates the cross-
functional units within an organisatiorG(onroos, 1986 IM focuses on overall
employee job and customer satisfaction as wellrganisational productivity through
continuous assessment of the tasks employees siphed, and the conditions under

which they execute such tasksa(isuhagt al., 1987 Ahmed & Rafig, 2008
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As a management philosophy, IM propounds the ide@t the major role of
management is to plan and build a successful flexietwork of internal exchanges
with internal parties in order to ensure effectexernal delivery systems. In such
sense, IM is perceived “as a co-ordinating phildsopecause it considers and co-
ordinates “all” activities — including internal aneixternal relationships, networks,
interaction and collaborations by examining all hattés involved in satisfying
customers throughout the internal supply chaidirfied & Rafiq, 2003, p. 1180 This
implies that IM is a philosophy that brings togethé processes and functions, whilst
ensuring that every category of employees is dgtiveolved in the implementation of

organisational goals.

Clearly, such co-ordinating effort cannot be thekatng task alone3allantyne (2008
for instance, argues that it would involve marketand non-marketers working in
collaboration with one another in order to easdgess and mutually interpret their rich
experiences in exchange knowledge relationshipsother words, such a view of IM
entails bringing every “individual [within the orngeation] into a collective unit,
performing in concert to the orchestra of strategiberence and alignmentilfmed &
Rafig, 2003, p.1180 This implies that IM complements the traditiomakrketing
techniques by developing a marketing programmectiiceat the internal marketplace
of the employees using the same basic external etiagk techniques Riercy &
Morgan, 199). Thus, “an organisation’s internal market of émgpes can be
influenced most effectively and hence be motivatedustomer-consciousness, market-
orientation and sales-mindedness by a marketirggiiiternal approach and by applying

marketing-like activities internally”Gronroos, 1985, p.42
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The foregoing however, can be linked with otherg.@eorge, 1990; Collins & Payne,
1991; Glassman & McAfee, 19pivho argue that IM is a managerial philosophy for
attracting and retaining the best possible skillshe organisation. Several IM studies
(e.g.George, 1990; Berry & Parasuraman, 199byvide a framework through which to
examine IM as a philosophy that attracts and reténe best possible skills in the
organisationGeorge (199Dfor example, argues that IM is a philosophy famaging
the organisation’s human resources based on a tmaykperspective. Other&.g.
Berry & Parasuraman, 1991, p.)3iave succumbed to this viewpoint, and extended
their original notion of IM to include “attractingleveloping, motivating and retaining
gualified employees through job products that Batlseir needs.'Glassman & McAfee
(1992) argue forcefully that IM is a philosophy that igtates the marketing functions
and the HRM functions to the extent that HRM becsnaeresource tool for the

marketing function in order to ensure effectiveamigational behaviour.

A cynical interpretation of the foregoing would &g at first sight to be an invasion of
the HRM functions by the IM domain field. Indeedamy studies€.g. Hales, 1994;
Foreman & Money, 1995; Pitt & Foreman, 19%ppear to suggest thisor instance,
Hales (1994 is highly critical of any view that suggests IMash such managerial
implications for HRM functions. From an HRM perspee, he pointedly arguéshat
IM is a misleading relabelling of HRM that has smote suffer serious theoretical and
practical limitations. Whilst his contentions mag bseful in highlighting the need to
reconsider the role and the structure of IM, asliedpby Varey & Lewis (1999, his

views however, present a narrow line of reasorftog.exampleHales’s (199X view of

2 Hales (1994) contends that internal marketing-like activities are promotional advertising selling points for
management programmes that often manipulate and relegate employees. He also holds that IM is the
manipulation of the “4Ps” marketing activities, which imposes a particular unitarist ideology in the
organisation, and suggests instead, that employees must change their needs and understand the needs of the
employer.
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IM as the technique developed to promote the osgdion, together with its mission,
activities and forms of employment to its employassinternal customers is a narrow
view of IM. However, his contention that IM is “aliwve” and “characterised by a
diversity of meaning{Hales 1994, p.50s welcome. Hence, a study exploring how the
concept of IM, as developed by academic researcherexperienced in the world of

practice is called for.

IM’s philosophical stance, ashmed & Rafiq(2003 contend, has indeed progressed to
focus on the coordination and the execution offtimetional activities of different units
within the organisation through its enabling agertbg employee. IM is believed to
achieve co-ordination by engendering effectiveneiisin the firm through the cross-
functional integration of various organisationatiates (George, 1990Berry, 1981;
Collins & Payne, 1991; Rafig & Ahmed, 2000The key aspect of IM role as a
managerial philosophy therefore, lies in its cohmation of all internal processes. These
include human and non-human infrastructure withie business, and looking out for
where the business is in functional ‘silos’ in arde overcome internal resistance to
organisational change and mobilise the require@l!l®f internal support that will
guarantee overall effectivenes®afiq & Ahmed, 1998 Thus, although Hales'’s
contention that internal marketing-like activitiese promotional selling points that
manipulate and relegate employees are interedtiey, are, however, indicative of a

shortsighted view of IM as management philosophy.

IM’s stance as a management philosophy, as selMratudies (e.gGronroos, 1981,

1985; Rafig & Ahmed, 1993; Varey & Lewis, 1998uggest, also rests in its ability to

co-ordinate the internal business relationshipa Wit establishing an effective link with
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external business relationships. Within this, thisr@ notion that IM can be used to
attract and retain the right kind of employees.hditgh attracting and retaining
employees with the right skills is widely perceivad an important aspect of HRM
function, asGuest (1987; 1997/makes clear, there is a perception (Egjlins & Payne,
199]) that organisations can only retain their bestlegges’ skills by improving their
jobs, as internal products, as well as the condtionder which they carry out such
jobs. Organisations can retain and improve theplegees’ skills through the effective
utilisation of IM initiatives, such as, motivatigrackages, empowerment initiatives, and
strong management support for employee career algwent.Rafiqg & Ahmed (1993)
believe that such IM initiatives lend credenceNbsl claim as a managerial tool for the

management of business relationships in any typegzfnisation.

2.5 IM and the challenge of business relationshspmanagement

The notion that IM is crucial to the successful mgament internal and external of
business relationships has received attentionamtanagement literaturBérry, 1981,
Gronroos, 1981; Gummesson, 1987; Piercy & Morg&911 Rafig & Ahmed, 1993;
Voima, 2000. These studies generally note that IM is an eor@ymanagement activity
that is executed through series of performance remhg initiatives within the
organisation, which focus on managing all intetmadiness relationships that affect the
external customer’s perception of value. IM achgewhis by guiding all people,
functions and processes within the organisatioouin its systematic appreciation of
needs and aspirations of different parties to suiehnal business relationshipshined

& Rafig, 2003. Of relevance however, are the views, as suggdsté/oima (2000,
that IM not only identifies, maintains and developternal business relationships but

also the termination of such relationships if oewltonsidered necessary.
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Voima’s views contain the ambiguities and contradics often associated with the IM
concept. The view that IM is a mechanism for theettgpment and termination of
business relationship presents a profoundly detioriotion of IM. Such a view is
inconsistent with the mainstream IM principle refiag the management of internal
business relationshipSée, for example, De Bussy al., 2003; Bellet al., 2009. De
Bussyet al., (2003 for instance, particularly emphasize that IM nhaiseeks to build
and manage the business relationships betweemahtand external stakeholders to a
businessYoima (200) transposes external marketing dynamics, in whHmhinstance,

a customer could unilaterally choose to terminabeisiness relationship, to the internal
context in an uncritical fashion without sufficiergcognition of the wider body of IM
studies that examine concepts, such as, “a modedlafional internal marketing and
customers” Bell et al.,2009. In a sample of 365 retail employees within lides of
an Australian retail organisatioBell et al., (2004) found that adopting a relational
approach to IM proved to be a meaningful way thlowghich to implement it

effectively in organisations.

The above study amply clarifies the role of IM asnachanism for the effective
management of internal business relationships #ffect the external customers’
perception of value. Simply transposing externarkating principles to the internal
market environment may have unintended consequgensesstablished byell et al,
(2004). Therefore, care needs to be taken in transpasitegnal marketing dynamics to
the internal context given that the principles guidinternal business relationships are
very different from the principles guiding exterrialsiness relationships. Whereas it

might be easy for a customer to terminate a busingationship with, for example, a
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service provider, such process may be difficultdaremployee in the internal market

situation because of the contractual nature of eympént.

Moreover, the resource implications for terminatiig-a-vis attracting new internal
business relationships (i.e. employees) may behtgh to bear for the organisation
given the resource implications involved, in foample, recruitment and the training of
new hires. Importantly, some studies (edgmedet al.,2003; Ahmed & Rafig, 2003;
Schultz, 200 have found that internal and external busines$stioaships can be
managed successfully using appropriate IM stratddpey identify that IM aims to
guide all people, functions and processes withimm@ganisation through its interactive
and systematic appreciation of needs of differemtigs to such business relationships.
Several studies (e.Gcumesson, 198 Ahmed & Rafig, 2003; Belét al., 2009 provide
the framework through which to consider the apgedprlevel of interactive activity in
the management of business relationship via IM.yTdenerally identify that IM helps
multiple operations and people with different skilets to be actively involved in
building sustainable value business relationshipseshey all have a major influence in

determining the outcomes.

Echoing the above view,anjuhalet al. (1987 note that business relationship outcomes
are determined by the inter-play of various addgitinternal and external to the
environment in which such business operates. Téle therefore, is determining the
critical and the non-critical set of activities a&ll as needs in the management of
internal and external business relationships viaitlatives in order to achieve or
establish the appropriate levels of interactiveiviagt Organisations can use IM

initiatives to ensure there is interactive businassivity amongst individuals and
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between departments within the firm, in the expgmathat individuals and different
functional units will be able to meet and satistydeusers’ priorities through the

delivery of superior value at all times.

In accord with the above viewdavis (2001) emphasizes that IM ensures there is such
an interactive function, as IM harnesses both inaeand external business relationships
through the management of the total set of relatigpgs amongst individuals and
interactions between departments that bring abdditianal value for the organisation.
This implies that IM enables organisations to managfectively their business
relationships with individuals and groups of indiwvals within and outside the business.
This includes such individuals who fall within theundary of internal markets, such
as, suppliers and distributors, aemed & Rafig (200p identify. Although such IM
function has yet to be established empiricallypaty in fact be more relevant to think in

terms of IM’s value to the cross-functional aciest within the organisation.

2.6 IM and the cross-functional process of alignment

From an IM perspective, cross-functional alignmenblves the strategic process of
linking and the proper utilisation of internal pesses aimed at achieving cohesion
throughout the organisatioRafig & Ahmed (1993 provide the theoretical basis upon
which to examine IM as a process of cross-functiatignment. They recognise IM as
a planned effort that aligns employees towards dffective and cross-functional
implementation of corporate strategies. SimilaiBtonroos(1981) argues that IM
brings together various management activities thatthrough the different functional
units and entities throughout the organisatiotafiq & Ahmed (1993 argue that IM

aims to complement and incorporate every internatgss within the business as part

32



of its wider strategic focus. This implies thataegjess of whether the individual is in
the human resource department or marketing depattrid aligns the efforts of such

individuals with the implementation of cross-functal and corporate strategies.

Through its cross-functional alignment mechanidih,hias the potential of creating in
the individual a sense of involvement and commitimtemards achieving collective
goals regardless of the individual’s hierarchiaaidtions within the organisation. This
means that IM co-ordinates various existing markptand non-marketing activities
throughout the organisation in order to make suctivites more market-oriented
(Glassman & McAfee, 1992)Through such co-ordination, IM introduces a aiirand
robust marketing activity throughout the organatthat enables every organisation
member to become a key player in carrying out tlgamisation’s corporate activities.
This entails that organisations must ensure thgi@mees not only understand the jobs
(as internal products) that are being offered,tbat they also accept the nature of jobs

being ‘marketed’ by organisations.

In the above sense, &afiq & Ahmed (1993 concur, employees need to clearly
understand and accept, for example, why new pragesr(e.g. new policies) are being
introduced and how the organisation intends to é@mant and manage the issues that
may arise from the implementation of such new mognes. This can be achieved by
ensuring that new organisational programmes arelwglpported and fully developed
internally by involving employees in the developmehsuch new programmes as well
as creating awareness of such programmes. In otbets, “...employees should be
informed before the consumers are informed. And thformation must be given in

such a way that it is notified, understood and enpnted” Gronroos, 1981, p.238
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Informing and notifying employees about new organeal programmes entails
gaining a ‘buy-in’ from everyone within the busisaduring the process of formulation
and the development of new programmes before lagcisuch new programmes
externally. Arguably, new organisational programntleat are not fully developed
and/or supported internally before being launchednarketed externally are far less
likely to succeed in achieving the desired objegivBecause if employees as contact
persons do not understand the benefits and distabes of new organisational
programmes, they may be confused as to their actlalduring the implementation
process, and asronroos(1981) observes, during their interactive marketing\ati¢is
with external customers. Moreover, if employeesrareadequately internally aware of
new programmes in the organisation, it could mdaat their efforts may lead to
frustration and subsequently, inaction. This imtoould lead to failure in satisfying the
needs of both the internal and the external cust®m® well as in realising the overall

intended aims such new programmes were desigrachteve.

Proper cross-functional alignment across interoahilaries within the business via IM
initiatives is crucial to providing employees witke requisite performance tools vital to
success at those ‘moments of truth’ when the osgdioin and the customers interact
(Carlzon, 1987)Essentially, the cross-functional alignment pesceia IM is broadly
concerned with achieving internal cohesion and owipig internal processes necessary
for creating both internal and external customdue/aSeveral studieB3érry, 1984;
Gronroos, 1985; Piercy & Morgan, 1991a; Rafig & Adan 1993; Piercy, 1995; Rafiq
& Ahmed, 2000; Schultz, 2004emphasize that the IM cross-functional alignment
process must be understood as a unifying (markésimgtion) mechanism that pervades

the entire organisation and not just among isolategmbers or units within the
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business. Such premise clearly suggests that IM bmarviewed as an integrative
mechanism that links all internal processes inclgagimployees within the organisation

with corporate strategies.

2.7 IM and the challenge of integration

The notion of IM as a vehicle for integration medhat IM is not a management
approach separate from other functional/departrhastavities within the organisation.
It encompasses a broad range of activities aimeadtedgrating and enhancing cross-
functional efficiency and effectiveness within thganisation Gronroos, 1985; Rafiq
& Ahmed, 1993; 2000; Varey, 1995; Schultz, 2)0OMM engenders cross-functional
integration by ensuring there is individual invatvent and commitment towards the
successful implementation of organisational progr@s. Such involvement relates to
not only individuals, but also all other organisatil resources, such as, systems and
sub-systems, equipment, information as well asappropriate level of skills that
generate and sustain value-added. As integrativehamesm within the business,
Ahmed & Rafig (2003 posit that IM ensures that employees in everyt parthe
organisation are actively involved in the delivefyquality throughout the customer-

supplier chain.

Implicit in this is the view that IM challenges theaditional organisational structuring
whereby companies continue to enact and re-enactifunal silos”(Ahmed & Rafiq,

2003, p.1178 This entails that IM ensures that multiple @tiens, tools and people
with different skill-sets are actively involved the delivery process which affects the
external customer’s perception of value. This implithat through its integrative

mechanism, IM ensures that different organisatioogérations and core business
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processes are designed from the end-customer's pbiwview. IM achieves this
through the effective utilisation of a portfolio skills within the organisation, and by
maximising internal relationships “for the purposésttaining sustainable competitive
advantage”Varey 1995, p.4P This involves identifying people issues and orgation
issues, where different entities and processespareeived as integral to achieving

organisational effectiveness.

Achieving organisational effectiveness is centoalM’s function as mechanism for the
cross-functional process of integration within thesiness. Organisational effectiveness
Is an ingredient required in order to satisfy tféecent entities and stakeholders to the
business. Satisfying different entities and stalagrs within the business entails taking
into account different individual needs and goalthw the business, executed via a
framework that recognises building a balance betwsech individual needs and
organisational goal@e Bussyet al.,2003. IM is believed to be effective in building
such a balance by mediating the relationship betwasdividual needs and
organisational goals as well as transporting irttliad specific skills and capabilities to
organisational competencéi{med & Rafig, 200 Specifically, IM ensures there is a
common integrative framework upon which to develogividual generalist skills,
which are then transferred to organisational cosmpeés necessary for the application

of sound interactive marketing principles throughibke organisationronroos, 198p

By focusing on such task of mediation, IM beconfesdommon integrative machinery
through which coherent internal exchanges (of \&laed functions) can take place
within the organisationAhmed & Rafiq, 1995; Varey & Lewis, 1999 Implicit in this

view is the assumption that IM ultimately, enhanttesorganisation’s ability to harness
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its employee’s capabilities in order for them tafpen effectively in the external
marketplace. Enhancing such an organisation’stahsgi not only valuable, but also
widely perceived to be sustained through the padsinternal (market) employee
survey and responsive internal product and sedésggn and/or delivenyBerry, 1981,
Collins & Payne, 1991, Rafig & Ahmed, 1993; Varé995) Internal market survey is
therefore seen as vital to IM’s function as a medra for cross-functional integration.
Internal market surveys offer individuals withiretbusiness an avenue through which

to express their views and feelings.

According toAhmed & Rafig,(2003, p. 118Q)through an internal market survey, the
organisation begins the process of integrating fatividuals and organisational
functions, activities, communications and elemehit a firm requires in order to
create, develop and build solid internal structdihed result in the delivery of “quality”
expected by the final customer.” IM drives thetegsatic process through which solid
internal structures can be built along cross-fumal boundaries by solidifying the
internal processes required in order to integratBvidual needs with organisational
needs through internal market survéysrry 198). Through an internal market survey,
organisations can achieve cross-functional integraby asking both internal and
external customers questions about business issgeguality issues, instead of relying
on the views of somein)experienced top executives or other experts withie
business, who, a¥arey (19950 remarks, may only be internally-focused but not
externally-driven. In other words, decision-makargd actions should be guided by the
way things are in both the internal and externaimess environments in which the

business operates, rather than by what manage rer fenenk.
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In reinforcing the above viewyarey (1995b)suggests the need to conceptualise an
alternative broadened IM framework with a focus tbe internal social process to
harness human interactions within the businessootg to Varey, through such a
broadened framework, IM can thus be viewed not @dya marketing function for
economic exchange, but also as a social processntiegrates non-economic values,
such as, ethos, found in social groupingscey (1995bclaims that such IM framework
will provide the mechanism for the major re-oridia and the much-needed
integration in many organisational settings. Howegestablishing an IM framework as
proposed byarey (1995bis far less likely to provide any additional intipg required
in order to achieve an effective integration via #8bng cross-functional boundaries
within the organisation. Not least because Vareyéw (of a broadened IM) ignores
the fact that as part of its wider integrative fuimg, IM incorporates and caters broadly
to the non-economic values as well as the socigl @amotional) needs of individuals

within the organisation.

IM creates the pathway through which the strategass-functional integration of a
variety of internal social management issues caadaessed within the organisation.
Several studies (e.Gronroos, 1981Baket al.,1995;Thomson, 1998; Kelemen, 2000;
Davis, 2001; Ahmed & Rafiq, 20p3examining broadly the nature of IM as a
mechanism for an integrative function within thegamisation clarify this point. They
argue that IM integrates various social activiteesd business processes within the
organisation including production and personnelyvalt as the “existing concepts from
various disciplines in order to make the use othsconcepts more market-oriented”
(Gronroos, 1981, p.237Hence, asAhmed & Rafig (2003 particularly imply, IM’s

integrative mechanism must be perceived as incatipgy and catering to the socio-
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cultural values as well as the employees’ emotiqeabital) wellbeing within the
organisation. The socio-cultural and the emoti@sglects of IM’s integrative functions

will be examined below.

2.7.1 IM and the challenge of socio-cultural integratio

Since the idea of culture has been introduced as qdalM’s broad integrative
function, any discussion of sort minimally warraatsne understanding of the culture
literature as well as IM’s role within it. Brieflygulture relates to a pattern of beliefs
and values commonly shared by members of a grdupcludes practices, rituals,
activities, symbols and behaviours peculiar to@ugrand closely associated with an
organisation $hwartz & Davis, 1981 Schein(1985 suggests that culture consists of
three dimensions, namely, assumptions, values, artéfacts, which can be
manifested amongst a particular group of peoplessufptions are the often-taken-
for-granted widely held views of human nature andia relationships that are not
formally evidenced. Artefacts are the more sotigloysical representations of culture
that includes rituals, slogans, traditions and mytthilst values represent preferences
for alternative outcomes as well as means of actgethose outcomes. According to
Wallaceet al., (1999, values are believed to be a measure of orgaomsdtculture
rather than assumptions or artefacts, as valuepeneeived to be more accessible

than assumptions as well as more reliable thafeatte

The issue of culture is relevant to organisatiansesthere is a notion that members
are expected to know and understand certain ethlagly and behavioural patterns
peculiar amongst members of a particular orgamisatbuch values are perceived to

guide the behaviour of each member within thati@aer organisational context.
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Appiah-Adu & Singh (199p believe that culture is an organisational vaeatsiat
exerts a powerful impact upon the environment, ugricing behaviours and

performances of its adherents, possibly more tharidrmal procedures and systems.

The notion of culture came into mainstream orgdimsal discourse through social
constructionist views rooted in cognitive procesgBsttigrew, 1979 Pettigrew
(1990 later identifies that culture consists of cogretisystems that explain how
people think, as well as the reasons why they thimk way they do. As an
organisational variable, culture involves a compéet of values, assumptions, and
beliefs that define the ways in which a firm conguits business. However, the
combination of organisational practices, such a$eps of behaviour, values and
belief systems are perceived to constitute orgéoisa culture (Pettigrew,1990).
This impliesthat organisational culture involves a patternhafred values and beliefs,
which helps individuals to understand how the oigmtion functions in order to

provide them with a pattern of expected behavidwspahnde & Webster, 1989

Parasuraman & Despahnd®984) identify that organisational culture is vital to
determining proper marketing behaviour and managénegfectiveness in the
organisation. Echoing this vieviQesphande & Webstgd989 identify that proper
marketing behaviour constitutes a basic set ofeslnd marketing activities within
the organisation that puts the customer at thet leéahe organisation’s approach to
achieving firm performance. Similarlypespahndeet al., (1993) argue that certain
behavioural patterns amongst employees in an @ghon reveal certain
characteristics and appropriate set of valuesekylain the customer-oriented nature

of such organisatiorGronroos(1985 identifies that appropriate set of values within
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the organisation are defined by employees’ behaalquatterns, such as, ‘customer-
consciousness’, ‘sale-mindedness’, and ‘customentation’, which constitute part

of IM’s interactive marketing agenda. These viewsderscore the need for
organisations, especially services firms, to foonsthe concept of culture given its

relevance to achieving customer orientation.

Although the relationship between IM and organcsal culture has yet to be
established clearlyahmed & Rafig (200p refer to the interlink between IM and the
culture within the organisation. According to thetmrough its focus on employees,
IM helps the process of identifying certain orgatisnal behaviours and probes why
they exist in order to create specific programnzestiuce requisite behaviours that
can enhance organisational effectiveness. Through grocess, IM contributes to the
nurturing of the right organisational environmemtwhich customer-oriented culture,
such as, customer-consciousness and sale-mindedmessuggested bronroos
(1989, become the pervasive marketing behaviour withenorganisationAhmed &
Rafig (2003 identify that with IM such nurturance activity ishaped by the
descriptive anthropology of how employees receiveanngs in their continuous
mutual interactions with each other. IM scrutinish®&se meanings and mutual
interactions by examining the unavoidable relatgps of employees to themselves,
to other people, to the organisation and the warlslind them in order to create a

mutual relationship amongst every party.

Papasolomou-Doukakis & Kitchgi2004) recognise that IM is a managerial activity

geared towards creating a culture of mutual retstigps within the organisation

governed by the same exchange logic in the extarmrakets. IM is the vehicle
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through which individual behaviour can be managedavall as the collective culture
that makes up the organisation. IM influences abgerganisational practices for the
formation of corporate identity that transportsiundual creativity to organisational
competence. IM transports individual creativityoi@anisational competence through
harnessing the identical activities and values #rat shared amongst organisation

members during the interaction processriied & Rafig, 200R

Such shared values (e.g. customer consciousneles-nsendedness) are in turn,
exchanged during the interactive marketing actésifbetween organisation members,
and through organisational practices in which smembers understand and have the
same expectations as to the appropriate set @fdeind behaviours that should guide
each member. Having a shared value within the asgtan is indeed crucial to
generating loyalty and influencing certain markgtimehaviour amongst employees.
Wallaceet al., (1999 believe that shared values constitute the keyenignts that
engender effective and integrative marketing behavperceived as the collective

culture that pervade the organisation.

This entails, a\hmed & Rafiq (2003 imply, that IM induces requisite (marketing)
behaviours through the integration of the valued #me ethos pervasive in the
organisation and by enhancing the social processxamining the relationship of
employees to themselves as well as the world ardliech. Through such complex
social interaction, employees can observe, imbihe iaternalise easily immutable
cognitive values, such as, beliefs in positive isenattitude and understanding of the
corporate culture pervasive within the organisati@y imbibing and exhibiting

immutable cognitive values, employees become tratessof such values as well as
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carriers of the corporate culture that exist witthia organisatiofHogget al., 1998§.

These cognitive values constitute the integral parhdividual aspirations as well as
the social norms within the organisation, which, $ikeks to nurture by creating the
enabling environment through which to transmit soolhms as the commonly shared

values within the organisation.

Having commonly shared values in the organisatias the potential of imprinting
upon individuals certain behavioural attitudes gmatterns including customer-
consciousness and sales-mindedness, as identifedsrbnroos (198l These
behavioural attitudes and patterns are in turn,ifested and transferred as desired
values for the overall benefit of the organisatamereby those who internalise them
are rewarded as opposed to those who disregard teikelemen(2000 observes.
Organisations benefit when desired values arenatesed and shared by employees

as well as manifested in their everyday dealingb external customers.

2.7.2 IM and the challenge of emotional integration

Before proceeding with a review of the broad rdlév as a mechanism for integrating

employees’ emotional wellbeing, it is useful to Hlight the current debate in the

management literature relating to the issue ofrusgdion and emotional capital. Such a
discussion is called for given the confusion that@inds the notion of organisation’s

emotional capital as well as IM’s integrative ralghin it.

Emotional capital is generated within a social grabrough the process of social

interaction.Waldron (1993 emphasizes that emotions act to influence the twapugh

which organisation members interpret, regulate, 1@sist their organisational actions
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vis-a-vis organisational programmé&$iomson (199Bidentifies that the organisation’s
emotional capital can be held both internally amtkemnally. Externally, emotional
capital exists in the minds of customers and ottakeholders, whilst internally,
emotional capital resides in the hearts and mirfdenaployees within the business.
Therefore, one can argue that elements such asyndeation, pride, trust and
commitment amongst employees can be consideredpi@sent positive signs of an
organisation’s emotional capital, whilst anger, tapaanxiety, envy and antagonism

amongst employees can represent negative signsafjanisation’s emotional capital.

From such a premise, it is suggested that emplayeegither support or withhold from
the organisation the full weight of their emotionagources. Take for instance, a service
setting where front-line employees are encouragddie a smile, or in some instances
urged to show ‘phoney friendlinedsivhilst dealing with external other&homson
(1999 observes that employees may be emotionally stippasr compelled under the
strain of ‘double identity’, as/ludie (2003 remarks, to display phoney friendliness.
This, sometimes, can be out of tune with employgesiuine feelings. AShomson
(1999 identifies, emotions permeate everything thatpesys within a social group
including an organisation. Therefore, the way agaorsation treats an employee has a
significant influence in determining whether hesbe will be emotionally detached or

committed to the organisation.

Kupers (1998, p.391lnotes that emotions in the workplace “are interéd in an
ambivalent tension”, in which individuals often rkaw “simulate” their emotions in

order to save face or avoid embarrassment by magatie socially required

3 Phoney friendliness represents a management-controlled behaviour displayed by [e.g. frontline] employees
and often disguised in order to avoid portraying the organisation in a bad light in front of external others
(e.g. external customers, distributors and suppliers) .
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impressions. Hence, an employee’s investment (camemt) in an organisation’s
emotional capital can often result into whé&ichschild(1983 refers to as ‘emotional

labour’ or ‘false personalisation’.

The concept of emotional labour has repeatedly caméer attack in the wider
management and IM literature (See, for examplechschild, 1983; Kupers, 1998;
Mudie, 2000; 2003; Ahmed & Rafiq, 2003As often, its purported benefits remain
limited and insufficient in enhancing employees’ aional wellbeing. According to
Hochschild(1983, emotional labour refers to the trained managerkfeelings, or as
Ashforth & Humphrey(1993 observe, trained management of behaviour in otoler
create whakupers (1998, p.39(phrased as “a publicly observable embodied dyspla
Humphrey & Ashforth(1994) argue that employees are often coerced into emalti
labour through organisationally sanctioned scriptg tend to alienate them from their
true feelings. According to them, such alienattam lead to employees’ inability to
make distinction between management coercion andndiiness within the

organisation.

Emotional labour therefore can be considered tdytygpwhole range of management-
contrived activities designed in order to manipailamployees’ feelings/attitudes into
being responsive and more sensitive to customersisi solely for organisational gains.
Such manipulation consequently results in the coromésation of the individual's

feelings, asHochschild (198Bidentifies. Hochschildobserves that commercialisation

of feelings or emotional labour is increasingly ts@ing a trend in organisational life.
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Despite this trend, the demands of emotional lalzwarincompatible with workplace
autonomy, especially, from an IM perspective. Thlesbecause emotional labour
compels employees to endure the stress of orgamady imposed identities and their
own true self-identitieswithin the organisation. According t®&udie (2000, the
demands of emotional labour cause tensions amarggloyees, as they juggle a
double identity. This is because ‘what’ to say &mulv’ to say it or behave in certain
circumstances become often a product of fixed pattevhich are scripted and imposed
by the management, and often lacking any resonaricgenuine inter-personal

exchanges between parties involved in such exclsange

Resonating this viewkupers (1998 argues that reproducing fixed patterns within an
organisation can force employees to pay attentiomeelings other than their own,
which can cause an emotionally charged atmospharewhich personal and
interpersonal conflicts remain unresolved. An eomdlly charged atmosphere
marginalises the ability to share genuine individexperiences, and therefore, negates
the intimacy and trust that should typically accamp personal interactions within the
organisation, which IM espouses. Within this, IMperceived to initiate the social
process that dismantles the strains of emotioteluaimposed by the stress of double

identity in the organisation.

Emotional labour arises from organisationally cold employees’ behaviours, which
often lead to suppressed employees’ feelings amdidles. The suppression of
employees’ feelings eliminates their creative pgstition and interaction, which could
negatively affect employee-customer interactiosipers (1998 argues that the

suppression of employees’ feelings (e.g. during théeractions with colleagues and/or
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external others) could alter relational patterng.(genuine inter-personal exchanges)
and perceptions, which may lead to outburst of ljigitense negative nature that often
result into climate of distrust and disrespect. dMole in this direction therefore, is to

engender genuine inter-personal exchanges witkimtganisation, especially, amongst

employees and between parties involved in intesqueal exchanges.

Ahmed & Rafig (2003 suggest that IM achieves this by scrutinising émeotional
contents and needs of individuals within the bussnen order to reveal their true
feelings and ultimately, the reality of the corgeranvironment. Through such scrutiny,
IM is perceived to harness and integrate the emalioapital of the organisation by
evolving mutual transparent processes that take awcount the feelings and the
emotional needs of everyone in the exchange pro&esh an IM function creates the
appropriate emotional climate that is more likedy satisfy the needs of individuals
involved in the exchange process. Through evolvmgtually transparent processes
within the organisation, IM discourages any form ofganisationally imposed
behaviours by compelling the organisation to fiostus on understanding and satisfying
the genuine needs of individuals within the bussnesfore the formulation of corporate

strategies.

By redirecting the organisational focus on understandirgj the genuine needs of
individuals within the business, IM provokes a catliunderstanding and manifestation
of genuine inter-personal exchanges in the orgaaisaln a way that individuals are
challenged to expose their real identities and @iy get involved and become
committed to achieving organisational programmeghaut the strains of ‘double

identity’ and/or ‘emotional labour’. Reinforcingighview, Ahnmed & Rafiq (2003argue
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that IM sustains such socio-emotional climate Imkihg the individual’s emotional
needs with the corporate goals of the organisattmmough its cross-functional
integrative mechanism. Such integrative IM functiensures that an individual's
emotional attachment to his or her own goals ré&flec large part the individual's

emotional involvement and commitment to the orgatis’s goals.

Thus, IM’s role in sustaining such a socio-emotlocianate within the organisation

must be understood as:

an emotionally intelligent philosophy, one basedtlo® understanding that it is
through the application of subjective emotions ardpathic awareness that
employees are able to make judgements that may ay mot end-up in the

realisation of the long-term corporate interestie Thallenge of IM [in such

process] is to force a rounded understanding obtiganisational readiness for a
particular new initiative by examining the full sdtneeds of the organisation [i.e.
demand of organisation on the employees] in dirgletion to the full set of needs
and aspirations of the employee [i.e. demands & &mployee on the

organisation] fhmed & Rafig, 2003, p.1194

It is only through the above emotional climate g@muine inter-personal exchanges
flow in the organisation devoid of any rationaliggdcesses or systematic procedures
designed to manipulate employees into exhibitingbd®or falseidentities, and thus,
curb the strains of emotional labour. Thereforeyalty, the strategic support and
sustenance of such a mutual social process (irelimge inter-personal exchanges) is
essentially the key role of IM in integrating thenaional capital within the
organisation. The next section begins the secaaadtn the critical examination of

the multiplicity of views associated with the IMrazept.
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2.8 Review of existing IM definitions

In reviewing the IM literature, the preceding seos have attempted to clarify the
multi-conceptual nature of IM. This section willclas on reviewing extant IM

definitions and the key empirical studies operatl®ming the IM concept in purely

academic and quantitative terms.

The last three decades have witnessed an unpreeddemmber of studies (e gerry,
1981, 1984; Gronroos, 1981; 1985; Gumesson, 18&orge, 1990Collins & Payne,
1991 Rafig & Ahmed, 1993 Rafig & Ahmed, 2000 Schultz, 200% attempting to
articulate a proper IM definition. A quick review these studies, as represented in
Table 2.1page 57suggests a plethora of competing alternativepgsting to address
the meaning of IMAhmed & Rafiq (2002, p)3lament the ambiguities arising from
such previous attempts, and emphasize that in ofolerlM to be effectively
understood as a paradigm for management and imptaten of strategies, “a
clarification at the definitional level is necegsarin line with this view, this section
reviews the inherent strengths and weaknessesewiopis attempts to provide a

definition of the IM concept.

The core definition of IM has generally progres$esn Berry’s (198) viewpoint,
which presents employees as internal customers natdds that organisations must
seek to satisfy in much the same manner they sesdtisfy their external customers’
needs given that jobs are the ‘internal productsictv employees are offered. This
means that the organisation should be considerdteasternal marketplace similar to
the external marketplace. The above viewGasrge (1977, p.9lidentifies, implies

that “...to have satisfied customers, the firm musbéave satisfied employees.”
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However, there are a number of complexities assmtiavith viewing IM from
Berry’s lens. First, apart from the obvious imptioas for management practices
inherent in such a viewpoint, mar{g.g. Rafig & Ahmed, 1993argue that the

external customers remain tteéson d’etrefor any organisation.

SecondlyMudie (2003 suggests thdterry’s (1981 )view of IM is a diminution of its
customer identity in comparison to the notion aistomer is king’. Mudie exposes
the limitations inherent in the definition of IMaadg the notion of ‘internal customers’
versus ‘internal products’. According to him, swaah IM definition conjures up only
notions of employees as motivated, satisfied amdnaitted, without allowing for the
external equivalent of marginalised, victimisedrebellious employees that could
equally exist in organisations. AlthougtWiudie’s (2003 contention attenuates the
tendency to find a customer in every aspect of misgdional activity, he however,
concedes that employees must not only be conscafusexternal marketing

environment, but of themselves as customers opegratitheir work environment.

Thirdly, there is a notiofe.g. Lings, 200pthat Berry’s definition of IM is prone to all
sorts of interpretations. As | mentionedsiaction 2.3.1the notion of ‘employees as
internal customers’ typifies the overarching araawhich critics have repeatedly
challenged the whole concept of IMings (2000 for instance, stresses that Berry’s
IM definition fails to differentiate the variousternal customers and their differing
internal service expectations. Hence, the marketfigrts targeted at internal
customers may not be externally effective. It iggasted, therefore, that IM definition
should emphasize the functional roles of employgeshe implementation of

organisational objectives rather than its focustlo& specifics of whether or not
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employees should be viewed as internal customemsi@ering IM from the
perspective of employees’ functional activitieslwgrtainly ensure that its principles
are not only internally driven but also externdlbgused, ad.ings (2000 advocate.
Thus, it is argued that any definition of IM musttognise the interdependence of
internal and external markets by establishing chEnthrough which the overall
marketing promises within the organisation can bkilled internally as well as

delivered externally satisfactorily.

Clearly, such view of IM can be useful in two waysrstly, asGumesson (1987)
identifies, the interdependence of internal aneéml markets is vital to the successful
and practical implementation of organisational go&econdly, as highlighted under
section 2.3.lthere is need to exercise caution in the usd@fcbntentious notion of
‘employee as internal customer’ given the ambigsityrounding such a notion, and
concentrate on the functional roles of employeSeme studiese.g. Ahmed & Rafiq
1995, p.3% echo this view, and suggest “a definition of int marketing...has to drop
the notion of ‘employee as a customer’. Instead, difinition should set a boundary
limited by the use of marketing-like techniquesti® internal context.” Some IM

scholars have indeed attempted to present an IMitleh along this line.

For instance,Gronroos (198p suggests that IM involves engaging employees in
interactive marketing at both the strategic andt#utical levels in order to respond to
customer needs. However, Gronroos’s view begs twcia questions. First, is the
question ohow efficient or effective engaging employees in sintaractive marketing

behaviour should be in order to be consideredrategfic or tactical? Another issue is
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who judges the manner or the nature of such (inter@cgéngagement process in terms
of its usefulness in ensuring organisational effectess. Gronroos’s definition is
nonetheless remarkable in one respect. Interactieeketing behaviour is widely
considered as part of IM strategy that encourageglayees to utilise contacts with
external others as opportunities for cross selliwghin the organisation. An
organisation can achieve such employee interactivarketing behaviour by
encouraging successful exchanges between emplayekshe external customers by

using marketing-like techniques internally.

Thus, as Gronroos (1985, p.42 identifies, “an organisation’s internal market of
employees can be influenced most effectively antivaied to customer consciousness,
market orientation and sales mindedness by applyimgrketing-like internal approach
and by applying marketing-like activities interrydll The use of marketing-like
activities internally is consistent with the widdd function of motivating employees
towards customer-consciousness and sales-mindedmessorder to achieve
organisational effectivenesseorge (1990, p.§4ecognises that “the internal market of
employees is best motivated for service mindedragssa customer oriented behaviour
by an active, marketing like approach, where mangetike activities are used
internally.” This indicates that the existing defions of IM resonate with applying
marketing-like activities internally in order to @urage employee motivation and

commitment towards the effective implementatiom@fanisational goals.

However, the notion of IM function has progressexydnd mere deployment of

marketing-like programmes internallgafig & Ahmed (1993, p.22® argue that IM

“involves a planned effort to overcome organisaloresistance to change and to
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align, motivate and integrate employees towards dffective implementation of
corporate and functional strategies.” In viewityffrom the functional perspective of
overcoming internal resistance to change within ftha, away from the notion of
‘employee as internal customerRafig & Ahmed (1993)sought to avoid the
ambiguities associated with extant IM definitiohs. particular, their IM definition

delimits the boundary on what IM can and cannotbgioproviding a base for the

cross-functional integration of organisational pesgmes.

CorroboratingRafiq & Ahmed (199% Schultz (200% reminds us that internal
resistance to organisational programmes and thalgms of integration has hitherto
marred the effective implementation of IM in mogganisations. Therefore, in
proposing such IM definitionAhmed & Rafiq (1993 do not only concur with my
earlier suggestion that IM should emphasize thetfanal role of employees, but they
also attempt to present the IM concept within angahat strives to achieve two key
functional possibilities. First, using IM to acheeemployee integration with corporate
and organisational strategies, and secondly, usihtp equip organisations with an
effective tool to overcome internal resistanceliarnge. In sumGronroos (1985and
Rafig & Ahmed (1993 both attempt to posit IM as a pragmatic tool &mplying
marketing-like tools internally, whilst dealing Wwitthe problem of integration and

internal resistance to change.

However, a closer look at such (i@ronroos, 1985 and Rafig & Ahmed, 19¥8ews
of IM respectively, shows inherent weaknesses, whacguably make previous
attempts at defining IM less persuasive. For insganvhilstGronroos’s (1985JM

definition fails to recognise IM as a tool for infeinctional coordination and change
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implementation strategyRafiq & Ahmed (199} fail to recognise IM as the use of
marketing-like approach internally. Conceding te tbove view,Ahmed & Rafiq
(2000, p.45) propose that it would be more appropriate torgetiM, “either in the
Gronroos sense...or the definition of Rafig and Ahnsenhodified to incorporate the

use of marketing techniques.”

In attempting such a modification with some diffeges in detailRafig & Ahmed
(2000 identify key several elements that should congtithe IM concept to include,
1) employee motivation and satisfaction, 2) custorogentation and customer
satisfaction, 3) inter-functional co-ordination amdtegration, 4) marketing-like
approach, and 5) implementation of specific corfoi@ functional strategies. This
view of IM marks a positive departure point withetprevious IM definitions as it
expands the IM scope. It stipulates achieving loogtomer and employee satisfaction
via a co-ordinated and cross-functional approachqilstv considering the
interdependence of internal and external marketspide the apparent strengths in the
above definition of IM|t situates IM and its implementation mechanismhimitone

particular organisational strategy that is at tearhof the service organisations.

Again, the above attempt presents a narrow IM scapé proposes a situated view of
IM. It creates ambiguity of understanding given ldek of clarity as to whether IM is

relevant across all business sectors or just osgdons in the services sectors. A
situated view of IM does not only limit the IM fuim@n, but also ignores the fact that
IM initiatives have been applied in different orgational contexts (other than the
services sectors) in order to achieve desired tiigec Several studies attest to this

fact. For instancefForeman & Money (1995assert that IM has occurred and
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successfully been applied in the manufacturingosed¥lore over, there is evidence to
suggest that IM has proven a useful marketingesgsatn a socio-political context,
particularly in winning support from potential vate In a study of the social
implications of political party marketingD’'Cass (200 found that the desired
political objectives of Australian Political ParpPP) were achieved by using wide
generation and dissemination of market intelligemternally and acting upon the
information gathered from within the members of gagty to target potential voters.
In other words, the APP used the information getedravithin, to respond to external

expectations placed upon it by potential voters.

Additionally, IM initiatives have recently provenseful in the area of medical
research practice (See, for exampleg et al., 1990; Oetjen & Rotarius, 20P2In a
recent empirical study within a Dialysis Centstjen & Rotarius (2004dentify that

IM was an integral component in understanding thierrelationships healthcare
(professionals) employees have with their managees; fellow employees, patients,
as well as other key stakeholders within the cerfthey found that when healthcare
employees have a positive quality service expedenternally, this is reflected in
their positive behaviours towards their patienthown turn, encounter a positive
quality service experience, thereby, leaving bdtd patients and such employees

satisfied.

Although the above studies present situations irchviiM has successfully occurred
in different (organisational) social situationseyhare by no means conclusive.
However, the findings of the above-mentioned ssidertainly demonstrate that IM is
relevant to many types of organisational contexttuiding the non-services sector, as

existing IM definitions (e.gRafiq & Ahmed, 200) fail to recognise. Hence, the

55



contributions from such studie®.g. Leeet al., 1990; O’Cass, 20010etjen &

Rotarius, 200}, as highlighted, provide the basis upon whiclsuggest that existing
IM definitions suffer from serious limitations nptst in their failure to recognise the
sectoral scope of IM functions, but also in thaiture to embrace the scope of IM’s

effectiveness across different socio-organisationatexts.

Based on the foregoing, it is argued that any psedolM definition must first
recognise the scope of IM function and its effemtigss by first incorporating the
experiences and the perceptions of practitionerngh which IM activity is self-
evident. Such notion of IM should be approachedadho within the context of
demonstrating its outcomes and functions as anctefée organisational tool.

Essentially, this study takes the view:

In order to overcome some of the problems with entrrconceptualisations |
suggest that the Internal Marketing Concept isngefimore broadly and without
reference to the primacy of employees. In facyydgest that it is important to
see Internal Marketing in terms of its outcomest tls, the implementation of
marketing and other programmes rather than beingeraed with specifics of
whether the employee is “kingRafiq & Ahmed, 1993, p.230

Providing a view of IM from the above-mentionedrstey point will require a study
anchored on the experiences of practitioners withickv IM activity is salient.
However, attention is next focused on examining #ey empirical studies

operationalising the IM measurement construct.
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Table 2.1: Extant IM studies stressing very differat notions and definitions of IM
and nature of study

Author(s) IM definitions Study
Berryet al.,(1976) IM is a marketing strategy targeted at
front-line personnel. .
Normative
IM results in job satisfaction
IM influences employee motivation
Sasser & Arbeit (1976) IM accords primacy to theplayee market Normative

by viewing their job as products and employees
as customers.

IM supports the notion that firms should first mairk
their jobs to its employees in order to be ablseid
its services to external customers

Berry (1981, 1984)

IM is viewing ‘employees as intd customers’
IM is viewing ‘jobs as internal products’

IM results in overall customer satisfaction

Normative cas
study

Gronroos (1981; 1985)

IM integrates the differemsibhess functions
IM makes the personnel motivated

IM creates customer-conscious, market-orientation
and sales-mindedness among the personnel

IM can be implemented at the strategic and tactical
levels of the organisation

IM is a managerial philosophy

IM creates opportunity for good interactive
marketing performance in the buyer-seller relatigms

Normative
conceptual

Flipo (1986)

IM creates enthusiasm for organisational programmes
IM influences consistent marketing behaviour among
contact personnel.

Normative
conceptual

Gummesson (1987)

IM transports external marketatiyidies to the
internal market of employees to achieve overall
customer satisfaction.

IM is an “integrator”

IM strongly supports the concept of the “internal
customer”

Conceptual ca
Study

Tansuhagt al.,
(1987; 1988; 1991)

Results in employee commitment and job satisfaction

Empirical case

IM is implemented mainly by marketers or marketing study
experts within the firm
Barnes (1989) IM complements external marketingrégf
Normative

IM is directed at producing and maintaining a mat&d

and satisfied group of employees
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George (1990)

IM is a philosophy for managing humesources based
on a marketing perspective

IM is a holistic management framework for integoati

IM enhances effective internal exchange of values
between the organisation and its employees groups

Normative

Collins & Payne (1991)

IM is vitally concerned witle management of human
resources

IM is a form of marketing where both the ‘customend
the ‘supplier’ are inside the organisation

Normative

Rafig & Ahmed (1993)

IM is a planned effort towarthe effective
strategy implementation

IM involves a planned effort to overcome
organisational resistance to change

Normative

Greeneet al.,(1994)

IM is the key to superior service perforecan

IM involves the promotion of the firm and its praxisi
in the firm’s employee market.

IM is applying the philosophy and practices of
marketing to the people who serve the external
customer

Normative

Varey (1995a; 1995b)

IM is a management philosdphyoth motivation
and support

IM encourages market-oriented management framew

IM is the process of “selling” customer service to
employees

IM aims to change attitudes and behaviour

prk

Conceptual

Ahmed & Rafiq (1995)

IM is a process of achievimgpoyee commitment

IM is a philosophy that involves the planned use

Conceptual ca

of marketing techniques internally study
Foreman & Money (199%)IM is a useful and effective metaphor for seeing Normative
the customer in every individual and in empirical
every organisational unit that is within the busse
Piercy (1995; 1996) IM is an operational approachreating a balance Normative
between both internal and external customer satiefa conceptual

Money & Foreman (199¢

5)IM encourages the marketing of products first ® th
employee internal market before external market

IM embraces three factors of development, rewacd an
vision essential to organisational success

Ballantyne (1997)

IM is a relationship process tddinternal network of

Conceptual ca

Relationships study
Caruana & Calleya (1998)M creates an internal environment in which custome Normative
consciousness pervades the personnel function empirical
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Hogget al., (1998)

IM improves internal communication and customer
consciousness among employees

IM is useful in terms of ‘enculturation’ and during
organisational change

IM enhances a two-way communication process betw
management and the workforce.

Exploratory
Empirical

een

Quester & Kelly (1999)

IM is used to develop andtivate employees
towards customer-consciousness.

IM is used to improve customer satisfaction via
employee-customer interface

Exploratory
Empirical

Varey & Lewis (1999)

IM is a goal-oriented sociabpess to create rapid
strategic organisational change in response to @hark
demands at both the macro and micro levels of socie

Normative

Brookset al., (1999)

IM entails the management of relationshigsveen
internal customers and their internal suppliers

IM is the process of creating market conditiongiinally
in order to meet internal customers needs and wants

Conceptual

Ewing & Caruana (1999

IM fosters effective human resources management
especially in Public Sector Management.

Empirical

Rafiqg & Ahmed (2000)

IM is a mechanism to overcamnganisational
resistance to change.

IM is a mechanism for internal alignment

IM motivates the individuals towards implementing
corporate strategies

IM co-ordinates and integrates cross-functionadreff

IM creates motivated and customer-oriented employe

Normative
conceptual

a}

Ballantyne (2000b)

IM is a strategy for relationstevelopment for the
purpose of knowledge renewal.

Conceptual ca
study

Davis (2001)

IM is how performance is structured aow
managers and organisation members behave and
relate to each other.

Normative

Ahmed & Rafig (2003)

IM is a holistic in approaachdtrategy implementation

IM is a “total” managerial approach for co-ordireti
and integration

IM is the enabling agency for building
individual creativity organisational competences

IM is an emotionally intelligent philosophy for the
scrutiny of both employee and organisational needs
IM places people centre stage in the equation of

organisational success

IM influences the formation of “corporate identitghd
“collective mind” within the organisation

IM is built on “trust” and “partnership”

Normative
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IM identifies and removes barriers that divide
employees and factionalise organisational action.

IM aligns the individual into a collective unit

IM generates involvement and employee commitment
to organisational programmes

Ahmedet al., (2003)

IM creates high-performance work systemsiayaging
the interdependent elements of the IM mix in otder
create and achieve greater individual and orgdoisat
competencies and ultimately business performance

Conceptual
empirical

Ballantyne (2003)

IM is the relationship and knodge management
required for the “new” organisation.
IM creates value for an organisation, its custoraeis
its employees
IM is a relationship-mediated strategy for the
purpose of knowledge renewal.

Normative

De Bussyet al., (2003)

IM harnesses stakeholder needs in ordeflect
those needs in the exchange relationships thahgo o
within the business.

IM ensures that every stakeholder have legitimate
rights that corporations must respect in the
formulation and the implementation of policies

Empirical

Morgan (2004)

IM is the appropriate framework tomein a balance
between IT and other supporting functions in any
organisation.

Normative

Schultz (2004; 2006)

IM include activities, actipasad managerial
directions an organisation implements in order to
encourage and generate employees and other
stakeholder support for every organisational
programmes and processes.

IM is as critical as external marketing, even more
crucial than external marketing

Conceptual
case study

Gounaris (2006; 2008)

IM ighe synthesis of specific beliefs with spe
“marketing-like” behaviours
Internal Market Orientatio (IMO) is IM measuremg
construct similar to Market Orientation (MO) usedth
external market.
IMO promotes the need to plan and build effe
relationships between employees and the organisatio
IM linked to employee job satisfaction

IM linked to empowerment

Conceptual
empirical
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2.9 IM Measurement: critical examination of key enpirical studies and their
operationalisation of IM

In this section, | will critically examine the k&ympirical studies operationalising the
IM concept in purely academic and quantitative gemmith a focus ofhmedet al.,
(2003), Lings, (2004and Gounaris (2006; 20081 will argue that the alternative use
of qualitative-phenomenological mode of inquiry miees a way in which to
understand IM in terms of its outcomes and fun&j@s suggested above, rather than
with specifics of whether or not the employee deserprimacy. This line of

reasoning is more likely to provide greater speitifiand comprehension of IM.

Whilst it is fair to acknowledge that most exististgdies (see, for examplehmedet
al.,, 2003; Lings, 2004; Lings & Greenley, 2005; Gousari2006; 2008
operationalising the IM concept have indeed a @&gree of consistency, there is
confusion surrounding the findings of such studieserms of their organisational
relevanceRafiq & Ahmed (2003 andSchultz (200X recognise this view, and call for
a structured and all-inclusive approach to IM redleaThis warrants a thorough
critical examination of such studies with an airwaeods providing useful insights for
(IM measurement) any future IM construct developmerhis is necessary given the
fact that the way in which IM is operationalisedacademic terms is relevant to its
practice in the organisation, as it provides thedgufor its implementation by

managers.

Several studies (e.gAhmed et al., 2003; Gounaris, 2006; 20p&ttempting to
operationalise the IM concept have generally preggd from the theoretical
assumption that an organisation needs to be caesidas a marketplace, where

employees are viewed as internal customers andnaltsuppliers of work-related
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tasks.However, one of the major problems confronting IMan area of academic
research activity and management practice is tiffecudty in its implementation
mechanism. Organisations are faced with difficultyheir implementation of the IM
concept, and this in part, can be blamed on thk ddaclear guidelines as to what
activities should constitute IM and those that $thawt (Ahmed and Rafig, 2003)
This not only highlights this study’s focus, busalreflects the overall mood of the
current debate. A study providing the nature amdstinucture of IM from individuals
who have had the experience of IM will no doubtvnle new insights, and perhaps,
explain why organisations find it difficult to imgrhent IM successfully. The findings
from such a study will certainly be useful in idgnhg and subsequently addressing
the problems organisations encounter in their INdl@mentation. Developing such an
empirical study from a qualitative descriptive pberenological framework remains

the focus of my investigation of the IM concept.

2.9.1 Empirical studies and their IM operationalsation

The majority of the existing empirical studies popedly addressing the
operationalisation of the IM concept for organisaéil use tend to derive their
measurement frameworks from two established stapoints. Firstly, the adaptation
of the traditional (4Ps) marketing mix elementghe internal context, and secondly,
the adaptation of the market orientation (MO) carddt as articulated byohli &
Jaworski (1990)and Narver & Slater (1990 Kohli & Jaworski (1990 initially
developed a model of MO in which they identify tiehavioural components required
in order to create value for external customerskéeping with this perspective,
existing IM measurement studies (eRgercy & Morgan, 1990; Ahmesdt al., 2003;

Lings, 2004; Lings & Greenley, 2005; Gounaris, 200809 have sought to develop
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an IM construct in the hope of creating internaktomer value, and ultimately,

achieving organisational performance.

For instance, in operationalizing the IM mixercy & Morgan (1990)adapt the
traditional marketing mix elements to the internsrket of employees in order to
develop an IM mix. Theglaim that jobs are the internal products that eygeds are
offered, and price represents the resource skithéch have a tangible value attached
to it by employers) that employees exchange forir th@bs, whilst promotion
represents all internal communication (e.g. menrab reewsletters) processes within
the business. Similarlahmedet al.,(2003)identify a concept of the IM mix or set of
controllable instruments (elements) inside the wiggtion that can be effectively used
to influence and motivate employees towards custarientation. Drawing insights
from the ‘organisational influence systems’ ascatited byGalpin (1997) Ahmedet
al., (2003 conceptualise components of an IM mix that consgtitorganisational
competencies, which mediate the relationship betw#d and organisational

performance.

Lings (2004 adapts the market orientation (MO) construct tped byNarver &
Slater (199) to articulate a path model of IM labelled intdrmaarket orientation
(IMO). Following Lings(2004), Lings & Greenley (2005attempt to operationalise an
IM construct by focusing on the effectiveness ohgdMO to assess a firm’'s IM
effort. Lately, Gounaris (2006; 20Q8orovides an IM construct by further assessing
how a company’s IMO influences the effectivenesshef firm’s strategic response

towards achieving employee job satisfaction. Attentwill now turn to critical
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examination of the key empirical studies operatiisimay the IM concept with focus

on Ahmedet al.,(2003), Lings (2004and Gounaris (2006; 2008)

2.10 Ahmed et al.,(2003) and the IM mix —summary of study

Ahmedet al., (2003 is amongst a number of studies that investigagenature of IM
operationalisation. They note that there is “liglestematic work on how IM actually
works in practice’(Ahmedet al., 2003, p.122). They also observe that there is very
little agreement on what mix of IM programmes tgeasble in order to effectively
influence and motivate employees towards customentation. Their observation is
pertinent to current issues facing IM researcheinegal, and therefore, deserves some

attention.

They began by identifying a number of key contidkia elements inside the
organisation that can be used to influence andvatatiemployees towards customer
orientation. They draw prominently from a wide ramyf the management literature
that relates to various functional perspectivesoemgassing HRM and the marketing
disciplines. These include organisational actigitisuch as, communication, training,
education, and information, which underpin the wofksumesson (1991 They also
maintain that the traditional functions of HRM eaitracting, hiring, and employee
retention should be used for IM, albeit, from a keséing perspective. In suggesting
such a viewpoint, thegxtensively draw upon the works Binsuhagt al., (1989 and

Gronroos (198pto justify their theoretical standpoint.

In operationalising the IM construct howevéfimedet al., (2003 identify eleven
controllable elements labelled the IM mix, whicteyhnote influence the key target

employees as internal customers equivalent to ¢lyeckistomer segments in external
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marketing. They also identify that such an IM mpayminclude ‘soft’ and ‘hard’
aspects of organisational functions, which are tieth as comprising tools for
developing a successful marketing programm&infed et al., 2003, p.122h In
other words, organisations can use IM to creatgh4performance work systems by
managing the interdependent elements of the IM imigrder to create and achieve
greater individual and organisational competencisd ultimately business
performance” Ahmed et al., 2003, p.1228 Such conclusion appears to contribute
substantially to the understanding of IM principlel®wever, given the importance of
developing an IM measurement within the contextha$ study’s focus, scrutiny of
the key theoretical premise and assumptions thd¢npm the IM mix as articulated

by Ahmedet al.,(2003)becomes imperative.

2.10.1 Issues arising from Ahmedet al., (2003) IM mix

This section will critically examine howhmedet al., (2003 developed their IM mix.
They adapt the theoretical principles from the nhoaofe organisational influence
systems as devised bgalpin (199F* to develop their IM mix. This model is
essentially designed for the execution of new mssrstrategy through realignment of
its components, and therefore, neither relatesotocaddresses specific IM objectives
and outcomes. If anything, adopting such a postuoperationalising an IM construct
detracts from an earlier notion in whiétafig & Ahmed (1993 rightly suggest that
what is needed for effective IM (Mix) operationali®n is to develop models which
specifically address the issues that relate tddwel(s) at which relevant actions can

enhance effective IM implementation in organisatiomherefore, it remains to be

4Galpin’s model shows that in creating necessary competencies to influence employee behaviour,
organisations need to “realign” the components of the influence systems in order to be able to execute
such a new strategy (Galpin, 1997, p. 13). He further asserts that his model is also useful to the extent it is
used for “judging the way different management processes, called influence systems, interact to create
behaviour” (Galpin 1997, p.12).
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seen how Galpin’s model of organisational influesgstems addresses the criterion
as indicated above byhmedet al., (2003. Although some of the components of the
organisational influence systems e.g. reward aaiditrg constitute part of a broader
IM perspective, the major focus @lapin’s (1997 model is for achieving new
strategic direction for organisations. In other erthe theoretical model as adapted
by Ahmedet al., (2003 to anchor their IM mix clearly does not specifgwhit can
benefit or complement the organisation’s IM effomscreating both internal and

external customer value.

In keeping with the resource based view (RBV) & thhrm, Ahmedet al., (2003
further assert that adjusting the IM mix servesaseans of creating organisational
competencies, and hence, improve business perfeendhe RBV is based upon the
notion that a firm performs well over time as itvdlps a distinctive or core
competence that allows it to achieve a competiagdvantage. Core competence
however, is posited “as an organisation-based dlitgabat combines and integrates
the skills of a set of practitioners working acréssiness units, and creates superior
value for customers{Ahmed et al., 2003, p.122}1 Based on the above notion,
Ahmed et al., proceed to identify customer orientation, markeieration, and
employee satisfaction as three indicators of oggitinal competencies that mediate

the relationship between IM and organisationalqrentnce.

In positing such a theoretical standpoiitmedet al., (2003 however, fail to clarify
or clearly establish how the above variables (cestomer orientation, market
orientation, and employee satisfaction) are intéeeld or correlate with IM strategies

in the task of mediating the relationship betwednaind organisational performance.
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It must be recalled th&afig & Ahmed (1993 had earlier argued theoretically, for the
need to develop specific inter-functional IM linkeg and actions necessary for
effective IM (opertionalisation) implementationtime organisation. Contrary to such a
viewpoint, they declare instead, “market orientatinediates this relationship [i.e.
relationship between IM and organisational perforogd by ensuring that the
organisation is highly aware and responsive tocammet needs and competitors’

capabilities” Ahmedet al., 2003, p.122h

Thus, the defining weakness of the IM mix articethbyAhmedet al., (2003)is not
only evident in the recurrent ambiguity in theietiny use and construction, but also
the complexity and the apparent lack of consisteimcycorrelation of constructs
pertinent to IM (operationalisation) strategier Fstance, the resultant emphasis on
the external marketing variables employed, suchnemket orientation, raises the
issue as to whether the inter-functional linkadest ttomprise their IM mix seem
more apposite to the external markeg] context than the internal market of
employees. Clearly, the pattern of (theory) adaptadand model construction suggests
that the components that comprise of their IM meand more heavily on external

marketing strategies than IM strategies.

Underlining such a pattern, for example, is these wf customer orientation and
market orientation constructs as indicator varialié organisational competencies
that mediate the relationship between IM (mix) asrganisational performance.
Although customer orientation as a construct hash@eviously adapted to the IM
situation, as in the case ©6bnduit & Mavondo (2001 )their pattern of adaptation and

its relationship with creating internal customelueawere clearly defined and situated
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within the context of specific IM strategies, umlikwhat is observed in the
composition of the IM mix devised byhmed et al., (2003) Moreover, there is

overwhelming evidence (See, for exampleyver & Slater, 1990; Kohli & Jaworski,

1993 to suggest that customer orientation is a belaalocomponent of market
orientation closely linked with the external markefationship dynamics. Hence, by
their own admissionAhmed et al., (2003, p. 1237)suggest, “future IM research
should replicate their study in order to establisé reliability of the measurement

instruments used.”

2.11 Lings (2004) and his IM operationalisation -summary of study

Lings (2004 adapts the MO construct as developedibyver & Slater (1990to the
internal market (of employees) in order to anch@ IM operationalisationHe
identifies that IM implementation procedure is Istthaotic given “there is no
generally accepted instrument to measure the comeejp examine the quantitative
impact of internal marketing”L{ngs, 2004 p. 409. Lings also emphasises the need
to develop procedures for a single clear IM terriugy in order to make it easier to
understand the implications of IM practice. Thus, liegan by developing a path
model for the operationlisation of a valid IM canstt by examining the contribution
of IM in developing an internal direction for thenfi. In articulating a path for IM
operationalisation that closely parallels the (m@d MO construct, he devises three
behavioural dimensions adapted from the (exterbdD) construct developed by

Narver & Slater (199)) and labels it internal market orientation (IM&nstruct.

68



Lings’'s IMO construct has three key behavioural ehsions, including internal

market research (identify exchanges, external eyeplanarket conditions, segment
internal market, strategies for each segment), conications (between management
and employees, between managers about the wantsiemu$ of employees), and
response behaviour (encompassing job design, iggimhanagement consideration,
bonus and salary system). Lings’s attempt is indeedmendable, and significant in
two ways. Firstly, his study was the first to devisn IM measurement construct
labelled IMO. Secondly, his IMO construct is thesisaupon which subsequent IM
studies (e.gLings & Greenley, 2005; Gounaris, 2006; 2pb&ave built upon in order

to operationalise different models of IM.

2.11.1 Issues arising from the IMO construct articulated ky Lings (2004)

Issues to be reviewed under this section relateh® theoretical premise and
assumptions underpinning the IMO construct devibgdLings (2004. First, he
asserts that recent “advances in the operatiomalizvaf marketing using market
orientation typify the enduring reluctance of mankg academics to incorporate
internal considerations in the marketing concefitthgs, 2004, p.406 The key
phrase — ‘enduring reluctance of marketing academsuggests implicitly that the
wider MO literature from which he adapts his IMO netruct negates IM
considerations. In addition, the assertion lbygs’'s (2004, p.40Y that “market
orientation, as an operationalization of the manketconcept, does not have the

internal focus on employees” is unwarranted.
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The above assertions present a distorted vieweoivider MO literature vis a vis the
IM concept given the fact that the MO constructrezirbe implemented successfully
in the organisation without a focus on employéé&sver & Slater (1990buttress this
point, and emphasize that the effectiveness ofhing behavioural component of the
MO construct i.e. interfunctional coordination re@gs the contribution of individuals
in the seller firm in order to bring about effeetinter-functional coordination.

According toNarver & Slater (199)) the MO construct entails:

the coordinated utilisation of company resourcesreating superior value for
target customers. Any point in the buyer’s valuaighaffords an opportunity for
a seller to create value for the buyer firm. Theref any individual in any
function in a seller firm can potentially contrileuto the creation of value for
buyers. Creating value for buyers is much more tadmarketing function;”
rather, a seller's creation of value for buyersaisalogous to a symphony
orchestra in which the contribution of each subgrautailored and integrated
by a conductor — with synergistic effetigfver & Slater, 1990, p. 22

Clearly, the above view provides the frame throwdhch to challenge further the
basis upon which Lings’s basic theoretical assupmgtivis-a-vis  his IM
operationalisation rest. Besides, it is not difficito see that the theoretical
underpinnings of his IMO construct sit uneasilyhwihe MO measurement construct
upon which much of the former is derived from. Thrasing the question as to
whether Lingsdraws accurately and consistently from the wider Mé€rature in
support of his IM operationalisation. Based upasthinherent flaws, it will be useful
to emphasize that the wider body of MO literaturéeied supports and recognizes IM
considerations contrary to Lings’s assertions. &gshfurther explanation relating to
this view is warranted in order to shed furthehtign the flaws associated with the

IMO construct articulated blyings (2004.
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Narver & Slater (1990 imply the need to incorporate IM principles ineth
implementation of the MO measurement constructutinahe effective utilisation and
integration of employees’ resources. They cautigairest narrowly focusing market
intelligence, a component of the MO measurementstcoct, only on external
customers and competitors. Contrary ltmgs’'s (2004 assertion, the above view
indicates that IM considerations, through its foamsemployees, are pivotal to the

value creation process executed via the MO measmeconstruct.

Deshpande «il., (1993 accentuate the above viewpoint by stressingttiginterests

of other stakeholders in the implementation of M@ construct must be recognised.
In other words, the scope of the effectivenesshim implementation of the MO
construct encompasses not just employees, buttakkelsolders to the business.
Stakeholders involve all parties to a businessughiolg of course the employees within
the business. Thus, clearlyings (2004 appears to bypass the substantive body of
knowledge in MO research emphasizing the importaridacorporating not just the
IM of employees, but also other stakeholders, sis;tsuppliers and distributors, who

Rafig & Ahmed (1993identify fall within the internal market envirorent.

Furthermore, a conclusidrings (2004 reaches elsewhere in his study is relevant to
understanding the theoretical basis for his IM apenalisation. Citing3erry (1984

and Gronross (198R he concludes that the foundation of his IMOasused upon
“customer contact personnel and the philosophy reéting these employees as
customers of the firm’s jobsL{ngs 2004, p. 408 Implicit is the notion that the (IMO
construct) IM concept is only useful to the extérgnables the contact personnel to

deliver on their jobs. In justifying such a narreiew, Lingsclaims that the majority

71



of the academic literature addressing IMO wouldwikl in this way. Yet again, this
shows the absence of sufficient recognition of whéer body of IM literature, and

therefore, weakens the theory base underpinningsLilM operationalisation.

Most studies (e.gAhmed & Rafig, 1995; 2003; Schultz, 2004; Gouna2306; 2003

in IM including of courseBerry (198) andGronroos (1981; 1995which Lings draw
from take a contrary view. If anything, the aboventioned IM studies caution on the
danger in limiting the IM function to the extentabhly enhances the effectiveness of
contact personnel. The academic research in IMphagressed beyond the view that
IM entails considering just the needs of contactsgenel. For instance, in
operationalising IMGounaris (2006; 20Q08nakes the point that IM is applicable to
all manner of employees under a broadened inteetationship-marketing paradigm
regardless of hierarchies and departmental constrailM is a management
philosophy that embodies all employees’ actions eaxbgnises such actions as
pivotal to overall firm performance. The broaderibtl literature incorporating the
TQM philosophy (which.ingsrefers in his study) underscores this viewpointegal
studies (e.gRafig & Ahmed, 1993; Barnest al., 2009 particularly stress that TQM
is vital and closely linked to IM, as TQOM deals lwithe relationships amongst

employees and not between employees and the exteistamers.

Lings (2004, p.40) concedes the above views as he identifies tha¥l TQclosely

linked to IM whilst highlighting that, “by increasy the quality of service transaction
with internal customers, organisations can poditivefluence the quality of service
transactions with external customers.” Clearly,omgstency in theory construction

and model development is a dominant featureLimfgs (2004 attempt at IM
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operationalisation, which leaves one in doubt ateoreliability and robustness of his

IM measurement construct as propounded.

2.12 Gounaris (2006; 2008) and his IM operationalisatior- Summary of study
Gounaris (2006; 200ds the latest in a string of studies attemptiogperationalise
IM measurement construct. His studies seek to ¢attlé perceived flaws associated
with the study undertaken hyngs (2003. Gounaris (2006began by tracing some
key developments that have shaped research in IlMstwemphasizing the need to
adopt a holistic approach to conducting IM measem@nstudies. He identifies that IM
has progressed from a firm’s effort towards saitgfithe needs of contact-employees
to the management of relationships amongst co-wsrkérough encouraging
customer orientation throughout the firm. He aldentifies that the lack of validation
of existing IM measurement studies remains the majource of problem in
implementing IM in organisations. Based on thes#of®, he proposes that through
the adoption of IMO, IM strategies could become eneffective in strengthening its
competitive position in the external market. Speally, he asserts that “companies
cannot effectively practice IM unless they havestfideveloped an Internal Market

Orientation (IMO) analogous to the market-oriemati(Gounaris, 2008, p.}2

Thus, according tasounaris (200 adopting the IMO would signal a company’s
orientation regarding the employees market and comment towards understanding
employees’ values in order to be responsive tor timglividual needs. In his view,
organisations can demonstrate this as well as gitren their competitiveness by
“collecting relevant internal-market intelligencelisseminating this intelligence

between employees and supervisors, and respondinghis intelligence with
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appropriate IM strategieSGounaris’s 2006, p.436Such a theoretical starting point
is indeed relevant, and therefore deserves sonmgmémn. However, given that
studies in IM operationalisation are of relevanecetoviding a better frame through
which to understand this study’s focus in attengptio describe the structure of IM,

Gounaris’s (2006; 200&laims warrant some scrutiny.

2.12.1 Issues arising from Gounaris (2006; 2008hd his IMO construct:

A thorough review ofGounaris (2006; 200Q8uggests a myriad of issues. First, he
provides a definition of IM measurement as “thetlgsis of specific beliefs with
specific “marketing-like” behaviours”Gounaris, 2006, p.436 without specifying
what constitutes such specific beliefs and itsesponding marketing-like behaviours.
According toGounaris (2006; 2008)MO encourages and promotes the need to build
effective relationships between the firm’'s emplg/@md management, the basis of
which rests upon the firm’s commitment towards pi@dg value for its internal
customers in much the same manner as commitmeaegisred in order to deliver

value to external customers.

Producing value for the organisation’s internal toosers, asGounaris (2006
suggests, is vital since employees (as internadbmexs) are perceived to influence
the value creation and delivery process that atfexzexternal customers regardless of
such employee’s hierarchical position in the firmlore so, providing value for the
organisation’s internal customers,@sunaris (2008, p.jZubsequently corroborates,
“ensures that the company’s strategic responsédoneeds of the internal market
becomes more effective in comparison to compahigisare only externally focused.”

Such a conclusion appears to be consistent withwiker IM literature (See for
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example, Berry, 1981; 1984; Gronroos, 1981; 198&fcR& Ahmed, 1993; Lings,
1999; 2004 )examining the effect of employee performance oeral organisational

performance, and therefore, warrants recognition.

However, a number of unsubstantiated claims ardeaviin Gounaris (2006; 2008
His latest paper appears to be a follow up fromsthdy undertaken in 2006, in which
he generally posits that understanding employeakies is a major priority for the
internal-market oriented company. He thereforeemssthat “collecting relevant
internally-related intelligence and disseminatihgs tintelligence between employees
and supervisors should clearly be important pil@r$MO” (Gounaris, 2008; p.33
However, his previous study in 2006 reveals incsiesicies in relation to the above
theoretical premise. He asserts, for instance, thaternal intelligence is a
precondition for segmentation which follows”, anggithat, “the same is also true for
the dimension ofleveloping strategies for specific segméritsounaris, 2006, p.436

It is unclear what point Gounaris intends to drawt drom such inconsistent
assertions, except perhaps, an indication thalliggece generation is a prerequisite

for internal market segmentation.

However, sincesounaris (200pinitially sought to enhance the study undertakgn
Lings (2004, it would be useful to put into perspectivegs’s (2004)position on the
issue of internal market segmentation and intemeket research. Such a perspective
will provide a frame through which to better evdakiadounaris’s (Seé&ounaris,
2009 propositional logic on the idea of intelligencengration vis a vis internal
market segmentatiomnings (2004 identifies that the purpose of the segmentation o

the internal market is for conducting internal neriesearch, which comprises of the
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generation of information based on (1) understapdiibour market conditions, (2)
recognition of specific internal segments of empkxy with different characteristics in
order to better identify their various needs, aB)ddesigning strategies to suit internal

customers.

Briefly, internal market research is generally péred and aimed at securing a good
knowledge and understanding of employees’ varieesda as well as characteristics
in their satisfaction level&erry, 198). Therefore, internal market research should
indeed precede the segmentation of the internakehaf employee, whiclsounaris
(2009 fails to draw out forcefully. For ease of compan and clarity of presentation,
Gounaris’s (200pandLings’s (2004 models of IMO are representeddmgrams 2.1

and 2.2pages 81 and S@&spectively.

In addition, it is pertinent to add thiathgs (2004)and consequently;ounaris (2006
derive their notions of segmentation of the intérmaarketplace originally from
Heskett's (198) concept of inner-directed vision. The notion afén-directed vision
encompasses all the internal marketing approachesiding internal market research
and segmentation) designed to enhance the implatm@ntof the IM philosophy.
Yet, Gounaris’s (200p6suggests the need to use an internal market ysuovgauge
competition in the external marketplace, contrapy the idea which underpins
Hesketts’s notion of inner-directed vision, and smxuently, the credibility of the

IMO measurement construct as articulated. Thisdsabse using internal market

5> Heskett (1987) recognises the importance of an inner-directed vision with the same basic elements as the
(strategic service vision) external service vision. These basic elements include targeting important
employees segments, development of a service concept designed with the needs of employees in mind,
codification of an operating system strategy to support the service concept, and design of a service delivery
system to support the operating strategy. Thus, in Heskett’s view, integrating these elements will lead to
efficiency and the opportunity to develop shared goals and values within the organisation.
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survey in the manner suggested Gygunaris (2006 fails to highlight the fact that
internal survey must focus first on understandimg important employees’ needs in

order to provide the basis for the effective exiecuodf internal market segmentation.

Rafig & Ahmed (199 clarify this point by arguing that (internal matk) employees
need to be segmented along motivational lines, asclemployee benefits, as well as
their functional roles. Focusing internal markete@ch on understanding important
employees’ needs in order to understand clearhybtses for the effective execution
of internal market segmentation is more relevatistrategic focus, than when such
survey is otherwise focused on the competition he txternal marketplace, as
suggested byounaris (2006 However, in an attempt to disavow his initialsftimn
regarding internal survey vis a vis internal margkegimentation(sounaris (2008, p.
73) recently concedes that “segmenting a market, aprazess, requires that
intelligence regarding the market is already awd&laSegmentation appears thus to be
a consequent behaviour, not part of the effortdlbect market intelligence.” Such
latest claim would appear to be consistent withkddts concept of the inner-directed

vision, and therefore, in line with the overall Bitategic focus, as argued.

Thirdly, Gounaris (200Bhypothesised that employee empowerment wouldienite
positively their job satisfaction. In employing tlempowerment construct as an
anchor to hypothesise a positive relationship witlployee job satisfaction, he fails
to clarify the nature of the empowerment consttoctvhich he refers. Thus, apart
from the resultant ambiguity in such a failure,réhes a difficulty in understanding
which is the variant of the empowerment constryairuwhich his IMO is anchored.

The marketing literature on the use of empowernasn& construct in management
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and organisational research emphasizes (see, don@&,Conger and Kanugo, 1988
the need to delineate the construct of empowermnoewhich one refers given the fact
that it carries two-dimensional meaning. This isagssary in order to avoid ambiguity

of understanding its use in theory construction@nichodel development.

The two-dimensional meaning of empowerment as ear includes empowerment
as a relational construct and empowerment as a/atioinal construct. Empowerment
as a relational construct is based primarily on tleéion of a manager sharing
authority with subordinates via delegation of autiyoOn the other hand, &songer
and Kanugo (1988note, empowerment as a motivational construcatesl to a
situation in which employees are enabled, througaacing their personal efficacy
and their individual abilities to excel and performell even in an otherwise
challenging situations. Therefore, such lack ofiglan IM operationalisation hinders
one’s ability to understand precisely the (effestigss) behavioural components of the
IMO construct as propounded I8younaris (2006 This is an indication of narrow
understanding of the wider marketing literaturetioe use of empowerment variable

in model development, &onger & Kanugo (1988make clear.

Fourth, Gounaris (2006asserts that lack of IM perspective on cultunditastructure
is the major reason why IM has not yet taken a fioot in organisations. Again, such
a theoretical assertion cannot hold up to any agsrscrutiny. It fails to take
sufficient account of the wider IM literature thexamines the relationship between
IM and organisational culture. Although the relasbip between IM and culture that
exists within the organisation has yet to be esthbt empirically, some studies (e.qg.

Rafig & Ahmed, 2003; Papasolomou-Doukakis & Kitch&®04 do provide the
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conceptual framework through which to put into perdive the issue of
organisational culture vis a vis the IM domaindiebounaris (2006; 2008n no way
refers to such relevant studies, instead, he n&yroancludes that there is “only one
reference to a cultural aspect...to produce valuetfomternal market(Gounaris,
2006, p.439. Such a claim distorts the relevant views on IMrelation to the

discussion of organisational culture.

For exampleAhmed and Rafiq (2003andPapasolomou-Doukakis & Kitchen, (2004
particularly highlight the effectiveness of IM irgaucing internal value for the
organisation from an organisational culture perspecAhmed and Rafiq(2003,
p.1182 note that IM examines how “individuals and themvironment receive shape
and meaning in their continuous mutual interactio®n the other hand,
Papasolomou-Doukakis & Kitchen (2Q0#lentify that IM is a managerial activity
geared towards creating a culture of mutual refatips and structures within the
organisation, governed by the same exchange laditei external markets. Similarly,
the notion of customer-consciousness, sales-mirgsgand customer-orientation are
widely perceived as the IM cultural artefacts thaderlie the marketing behaviours of
organisations that practice IM. These perceived dNefacts manifest in mutual
interactive behaviours and relationships amonggtl@yees and between employees

and the external customers, as identified=bynroos (198p

In retrospect, the possibility of constituting @ tonstruct from external marketing
dynamics was first muted blylohr-Jackson (1991 She suggests that the market
orientation construct can only be effectively operslised by recognising that

employees are ‘core pillars’ in creating value éaternal customers. Therefore, she
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sought to broaden the MO construct by incorporatengy internal customer
perspective. Since then, unfortunately, not muck haen achieved by way of
providing a strong foundation upon which to artataland understand precisely what
constitutes IM or the nature and structure of iferationalisation. Clearly, the
inherent weaknesses as well as the nature of odseguproaches associated with
existing studies operationalising the IM conce & be blamed. Lamenting the
inherent weaknesses associated with the reseamroaahmes of such previous IM

studiesRafig & Ahmed (1993gomment:

the simple or ad-hoc transfer of marketing concapts$ techniques is not likely
to produce results until precise specification ofvithe marketing concepts can
be operationalised in the internal context. Moddlsgrefore, need to be
developed which specifically address the issuab@fevel(s) at which internal
marketing is relevant and the inter-functional éigks and actions necessary for
effective implementation of the internal marketiogncept Rafig & Ahmed,
1993, p. 23}

Similarly, Varey & Lewis (1999, p.939warn that IM “cannot be viewed as simply

the application of marketing concepts within thgagrisation.” Otherge.g. Schultz,

2004, p.11Ystarkly caution that continuing IM theorising aut “end-user research”

to specify what would or could provide a better emstinding of IM structure is

“doomed to failure.”

The above view resonates with and indeed reinfatee®verall mood of the current
debate. These again highlight the need to firgatliresearch attention in IM domain
field towards providing a better understandinghaf M structure, especially, from the
perspectives of practitioners who encounter IMhigit everyday organisational lives.
The qualitative-phenomenological research apprsadhbly lends itself to the task of

providing such focus of IM investigation, as it pides the mechanism through which
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to probe the views of individuals who use and/qezience IM in their organisations.
The findings from such a phenomenological inquian de useful subsequently, in
theory construction and model development via antjiadive process. However, the
next section presents the competing schools ofgtmoun IM research as well as a

diagram classifying the core and the differencespimion as to what constitutes IM.

Diagram 2.1 IMO as articulated by Gounaris (2006).

Internal Market
Orientation

Identify Exchanges of Value

Internal Market
Intelligence
Generation

Conditions of External Employee Market

Segment Internal Market

Strategies for Each Internal Segment

Internal-Intelligence
Dissemination i

Between Managers and Employees

W

Between Managers

Job Description
Response to Internal-
intelligence

Remuneration Systems

Training

M |

Management Consideration

Source: Gounaris (2006, p.436)
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Diagram 2.2: Behavioural dimensions of internal market origntatind the activities
that typify them.

Ldentify exchange of value

Internal Market

Orientation Excternal employee market
conditions
Segment internal
Market
Internal market Z

Strategies for each segment

researc

Between management and

\
/ employees
\

Between managers about
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Communications <]

Jobs designed to meet the needs
of employees
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Training

Source: Lings (2004, p.409)
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2.13 Competing schools of thought in IM

Contested Elements of IM

Employee attraction
Employee retention

Proponents: George, 1990; Collins & Payne,
1991; Berry & Parasuraman, 1991, Glassman &

MeAfee. 1992; Ewing & Carnana, 1999

Critics: Hales, 1994; Foreman & Money, 1995

Uncontested Elements of
IM

Employee Job satisfaction
Internal market research &
exchange

Proponents: Bery et al.,, 1976; Berry,
1981; 1984; Tansubaj et al., 1987;
Barnes, 1989; Quester & Kelly, 1999;
Rafiq & Abmed, 2000; Gounaris, 2006

Diagram 2.3

Competing schools

of thought in IM

Uncontested Elements of
IM

Interactive Marketing
Relational networks

1

1

1

1

1

1

1

1
Proponents: Gronroos, 1981, 1985; 1
Berry, 1984 Rafig & Abmed, 1993 '
Varey, 1995; 1996, Ballantyne, 1997; 1
2000; 2003; Hogg et al,, 1998; Pitt & i
Foreman, 1999; 1 0ima, 2000; Lings, :
2004, Bell et al., 2004 1
1

1

1

1

1

1

Internal
Marketing

Contested Elements of IM

Management support, Employee motivation,
Employee empowerment, Reward strategy
Training and skills development

Employee commitment, Employee involvement
Shapes organisational culture

Proponents: Berry et al., 1976; Gronroos, 1981;1985;
Tansuhaj et al., 1987; Barnes, 1989; Lings, 2004, Rafiq &
Abmed, 1993; 1998; Varey, 1995; 1996; Abmed & Rafig,
1995; Varey & Lewis, 1996; Rafiq & Abmed, 2000;
Abmed & Rafig, 2003; Abmed et al., 2003; Schultz, 2004,
2006;  Papasolomon & Vrontis, 2004; Lings, 2004;
Gounaris, 2006, 2008; Kelemen, 2000; Papasolomon-
Donkakis & Kitchen, 2004, Kelemen & Papasolomon, 2007

Critics: Hales, 1994

Contested Elements of IM

Employee as internal customer
internal market exchange

Proponents: Sasser & Arbeit, 1976; Berry et al.,

1976; Berry, 1981; 1984; Gronroos, 1981, 1985;

Flipo, 1986; Gumesson, 1987; Foreman & Money,

1995;
Critics: Hales, 1994; Lings, 2000; Mudie, 2003;

Abmed & Rafig 1993; Rafiq & Abmed, 1992
2000

Uncontested Elements of IM

Integration
Co-ordination
Alignment & change

Proponents: Gronroos, 1981; 1985; Flipo,
1986; Varey, 1995a, 1995b; Gumesson,
1987; George, 1990; Rafig & Abhmed,
1993; Hogg et al., 1998; Abmed & Rafig,
2003; Kelemen, 2000
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2.13.1 Discussion of the various IM themes as damed in diagram 2.3

As | indicated in the background to this thesis ataborated under the preceding
sections of this chapter, IM suffers from a muigpy of views and competing
theoretical alternatives, which has led to confusand the fragmentation of IM
research. In the above diagram, | have attemptedategorise these competing
alternatives. This is necessary within the contxiproviding the frame through
which to understand and evaluate better this stuthy¢us. The diagram serves as a
means of expressing the key competing themes aisgguives generally linked with
the concept of IM. However, aspects in the diagraimere disagreements i.e.
‘contested elements of IM’, exist as to what is islve been shaded and denoted with
broken lines. | will elaborate below the thematmnients comprising each of the
categories beginning with the ‘uncontested’ IM pexgives, i.e. aspects where

consensus exists in the literature as to what is IM

2.13.2 IM as interactive marketing and relationainetworks

Interactive marketing and relational networks am® tinter-related areas where a
broad consensus exists amongst academic scholtosndmat IM means. From an IM

point of view, the notion that IM is the relationapproach to market exchange
dynamics that occur inside the organisation as waslla mechanism for building

successful network of quality relationships betwgenorganisation and the employee
is a widespread doctrine. Building relationshipswaen the employee and external
customers is important, but crucial is the needtli@ organisation to build quality

relationships with its employee groups. The nawnfrsuch a relationship is widely

perceived to influence employee-customer interastioSeveral IM studiese(Q.

example, Gronroos, 1981, 1985; Berry, 1984; Rafif\@med, 1993; Varey, 1995;
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1996; Ballantyne, 1997; 2000; 2003; Hogg et al98 Pitt & Foreman, 1999; Voima,
2000; Lings, 2004, Belkt al., 2004; Gounaris, 20()6recognise that interactive
marketing and relational networks are the key dsiars of IM critical to building a

quality relationship between the organisation as@imployee groups.

Primarily, IM is perceived to co-ordinate the deprhent of relationships and tasks
between individuals within the organisation inchgli frontline and back-
office/support staff. Since these categories df stgeract and relate with one another
at some point in the process of service delivdrgrd is a consensus that fostering and
nurturing the internal relationships between therd #he organisation is the building
block of IM philosophy Ahmed & Rafig, 2008 Thus, asBell et al., (2004, p.113
recently found, the overarching IM function in thikrection includes initiating,
maintaining, and developing networks of qualityemial relationships between
employees, their management, and the organisabonthfe purpose of creating

superior value for customers.

However, unlike in the traditional/external marketi context in which relational
networks are defined mainly by economic factorgmftegulated by competing price
mechanisms, the relational networks generated awdlaped via IM are grounded in
some form of knowledge exchange patterns that ewigtin the organisation.
Ballantyne (2003 suggests that these exchange patterns inchidearchical

exchanges— where knowledge is exchanged and legitimisedutn formal

hierarchical channels i.e. top-bottomter-functional exchanges where knowledge
is exchanged laterally between employees acrosstifual boundaries, and

legitimised by reference to external customersdseandetwork exchanges where
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knowledge is generated and disseminated by exchamglein spontaneous, internal
communities who are often driven by common socioremic interests. Their
exchanges are legitimised ultimately, through theranchical structures in the
organisation of which they are also a p&monroos (198pimplies that the dynamics
of the above exchange patterns resonate with thiemnof interactive marketing.
Interactive marketing encourages cross-sellinghan drganisation as well as mutual
interactions amongst employees, which is arguechdlp the organisation both
strategically and tactically in achieving its exi@r marketing goals. Thus, the
effective management of these mutual interactiaag\hmed & Rafiq (200B rightly
identify, is widely undisputed amongst academicotats in IM as the underlying IM

principle.

2.13.3 Employee job satisfaction and internal mart research & exchange
Employee job satisfaction and internal market reseand exchange are other aspects
of debate in IM with a relatively strong consenssgpecially, amongst conceptual IM
studies. As implied above, given the general notlwat IM involves the effective
management of the internal relationships betweeternal parties and the
organisation, there is a consensus amongst IM ahohat part of such effective
relationship management process entails undersiguaalid satisfying employee needs
using internal market research and exchange. li@maps’ needs are understood and
satisfied, they are more likely inclined to satisfifimately the needs of external
customers. Based on this assumption, most condegitiches in IM (e.gBerryet al.,
1976; Sasser & Arbeit, 1976; Berry, 1981; 1984;rigar 1989; Rafig & Ahmed,
2000 believe that implementing IM programmes withire thrganisation results in

employee job satisfaction.

86



Although conceptually, a broad consensus exists lidaresults in employee job
satisfaction, there is however lack of clarity ashbw internal market research and
exchange is linked with employee job satisfactibnis is because the key empirical
studies in IM attempting to link IM with the constt of internal market research and
exchange remain vague and unclear. For instan¢bkeinoperationalisation of the IM
construct,Lings (2004 and Gounaris (2006; 2008mply that in IM the purpose of
internal market research is to gauge competitioth& external marketplace. This
view not only negates the theoretically perceivad of internal market research and
exchanges in IM domain, but also contradicts theceptual view $ee Berry, 1981;
Rafig & Ahmed, 1993; 200Q0that employee internal survey is a mechanismutino

which IM integrates the activities within the orgzation.

As Berry (1981) specifically argues, internal market research amdhange is
understood as a mechanism through which the ormgaons can secure a good
knowledge and understanding of employees’ varieeds as well as characteristics
in their satisfaction levels. Therefore, what exista lack of clear understanding as to
the purpose of internal market research and exe&hand not necessarily a dispute as
to its relevance in IM. In other words, althougle tlelevance of internal market
research is not generally disputesl sewithin the wider IM domain field, the lack of
empirical clarity in terms of its role has howewdgawn criticisms from HRM studies

(e.g. Hales, 199%examining IM.
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2.13.4 Integration, co-ordination, alignment & change meclanism

Another inter-related aspect where consensus dridtee literature as to what is IM
relates to IM’s link with integration, co-ordinatipalignment and change mechanism.
There is a general perception that IM serves asntagrator’ and ‘co-ordinator’ of
different organisational interfaces, which consistsndividuals, processes, systems
and subsystems both within and external to thenisgdon. Although integration
arguably remains one of the most important andhgetmost difficult challenge facing
organisations, IM is widely recognised to play arportant role in this direction by
harmonizing the implementation of cross-functiomativities. IM is perceived to
achieve this by enhancing the organisation’s gbitit harness its employees’ skills
and capabilities through its role of mediation bg.maximising internal relationships,
understanding, and satisfying individual needsuplointernal surveys. Through its
role of mediation, IM ensures there is individuavolvement and commitment

towards the successful implementation of orgarogatigoals.

In theory, several IM studies.. Gronroos, 1981; 1985; Flipo, 1986; Gumesson,
1987; George, 1990; Ahmed & Rafiq, 1993; Varey, 3991995b; Ahmed & Rafiq,
2003 support the above claims. They argue that IMgrgtes and co-ordinates the
various functional activities and business procesgéhin the organisation in order to
make such activities and the use of such businegegses “more market oriented”
(Gronroos, 1981, p.237Ahmed & Rafig (2003, p.119(osit that IM’s co-ordinating
role can be understood within the context of itditstkio bring together “all activities

— including internal and external relationships, twoeks, interaction and
collaborations by examining all activities involvadsatisfying customers throughout

the internal supply chain.” Thus, IM’s role asedfective agent of co-ordination rests
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in its ability to bring together the competing angaational activities and processes,
including human and non-human elements, e.g. peed@nd procedures. It involves
looking out for where the business is in functioisdbs’ and mobilising the required

level of internal support to overcome resistancehange that often arise during the

introduction of new organisational programmes.

Related to the above is the understanding that nivblves a planned effort to
overcome organisational resistance to change, dgdsaemployees towards the
effective and cross-functional implementation ofrpovate strategiegsAhmed &

Rafig, 1993. This implies that regardless of where the irdglil may be in the
internal supply chain i.e. HRM or marketing depatm) IM seeks to align the efforts
of such individual with the implementation of crdssctional and corporate
strategies. In this sense, as several IM stuthes Gronroos, 199lidentify, IM

achieves this by mandating that employees be irddrfinst about new organisational
programmes, made to understand and accept suctprognammes before they are
launched externally. Therefore, there is a conserthat IM helps in the areas
highlighted above, i.e., IM helps to integrate atidn individual efforts to strategic

goals and coherence.

Common to this is the distinguishing characterdMf alignment and integration
mechanism. IM’s focus on alignment narrowly ensutkat individuals are in
agreement with corporate strategies and organrsdtigoals, whilst IM’s task of
integration and co-ordination is much broader armdusive. It combines both human
and non-human elements e.g. ethos, psychologiclbewsy, systems, processes,

information and skills, in enhancing cross-functibrefficiency and effectiveness.
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This entails understanding individual needs visi® organisational goals through
internal survey, and ensuring that organisationat@sses are designed from the end-
customer’s point of view. Although the foregoindes§ various lenses through which
to appreciate the core of IM phenomenon, therara@r areas of disagreement as to

what is IM, as shown in the above diagram. Thesasaare elaborated below.

2.13.5 Employee as internal customer and internaharket exchange

Despite the fact that this study has attempteclaofy in sections 2.3 and 2.3the
confusion surrounding the overarching idea of IMrdsrnal market exchange and the
notion of ‘employees as internal customers’, thilsjsct remains highly contested and
debated in IM research. The notion of employeentesnal customer is cognate with
the idea of internal market exchange and highlgsiteel to interactive marketing and
relational networks. The idea of internal marketh@nge is underpinned by the logic
that the internal business relationship betweerethployee and the employer is not
different from the nature of relationship that ¢xibetween organisations and their
external customers. This view is somewhat intedahkvith the notion of ‘employee
as internal customer’, which is underpinned by tle®=d to recognise employee
satisfaction as crucial to external customer satign. Both ideas constitute a central

feature of IM phenomenon where considerable diffees in opinion still exist.

However, some IM studies (eerry, 1981; 1984; Day & Wensley, 1983; Quester &
Kelly, 1999 have attempted to clarify the above-mentionedsd&hey argue that the

notion of employee as internal customer is largeidicated upon the belief that by
satisfying the needs of employees and other stddteftsoe.g. suppliers, distributors as

internal customers, the organisation is more likelsatisfy the needs of its external
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customers. Whilst most IM scholars generally acdbptabove underlying logic in
principle, some schools of thought in IM (eRgfig & Ahmed, 1992; Mudie, 2003
have called for caution in terms of how the notwdremployee as internal customer is
used and interpreted. Not least because aparttfrerapparent obligations inherent in
contractual employment relationships, viewing diirdeg IM from such a standpoint,
asMudie (2003 particularly argues, will hinge on its conceptstengths, aims and
perceived legitimacy. This notion nonetheless, dtascted stronger criticisms from
HRM studies examining the concept of IM. They artheg the employee as internal
customer notion is an “exploitation of the custosherelationship with the
organisation” fales, 1994, p.52 In other words, such a notion is challenged and
disputed by HRM studies examining IM as well as sauhools of thought in IM

domain field.

Generally, major disagreements mainly relate todégnitional limits of the use of
the notion of employee as internal customer. Im&ss, though, some IM scholars
(e.g. Berry, 1984; Gumesson, 1987; Rafig & AhmedQQGpOhave attempted to
consider the limits of the idea of employee’s Afean internal customer in relation to
the ‘traditional’ customer notion. They argue thatits broad sense, the notion of
employee as internal customer carries a more casgidefinition of employee’s life,
as it focuses on the need to recognise that emplpgeformance is crucial to the
successful performance of the organisation. Howeweespite the general
disagreements relating to its definitional limitege notion of employee as internal

customer is deemed as a basic element of IM.
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2.13.6 Employee attraction and retention

Another area where there are considerable diffe®me opinion as to what is IM
relates to the view that IM can be used as a wagttohcting and retaining the best
possible skills in the organisation. This is prezdi®n the notion that the way human
resources are managed in the organisation can peaghed from a marketing
perspective in which IM is perceived to play a ¢allg co-ordinating role. Proponents
(e.g.Berry, 1984; George, 1990; Collins & Payne, 199&rr3 & Parasuraman, 1991;
Glassman & McAfee, 1992f this school of thought offer a rationale fanyMM is a
necessary approach to the management of humanrcesourhey claim that IM
integrates and co-ordinates all organisationalvaiets including the marketing and
HRM functions to the extent that HRM becomes aues®tool for marketing in order
to ensure efficiency and effectiveness in the tdskanaging employee relationships.
Although the above sentiments have yet to gairtitnagn the domain field of IM, it

remains an open-ended debate amongst IM scholars.

Nevertheless, the idea that HRM could serve asauree tool for marketing in the
management of employee relationships has attrgotected remarks from HRM
studies examining IM’s association with HRM-dales (1993 is particularly highly
critical. He argues that such a view, yet againhoes his stance that IM is
exploitative. From an HRM perspective, as Halestes, such IM perception short
of usurping HRM traditional functions is primarilgerceived as exploiting the
symbolic character attached to employment relatigssby giving a marketing ‘slant’
to specific personnel functions. In Hales’s viehe fobs, conditions of employment

and work environment offered by the organisatiorgether with its goals and
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activities, all become ‘products’ which need to bwarketed to employees as

‘customers’.

From an IM perspective however, it has been argia@dorganisations can only retain
their best skills, i.e. employees, by improvingithebs as internal products as well as
the conditions under which they carry out theirsjobrom these assumptionixllins

& Payne (199} particularly observe that organisations can aebain and improve
their employee skills through the effective utitisa of various IM programmes, such
as, motivation, empowerment and strong managemmg@rgisory support for
employees’ career advancement. The above-mentitMearogrammes particularly
relate to the following aspects of IM phenomenorerghintense disagreements exist

between IM proponents and HRM scholars examiniegctincept of IM.

2.13.7 Employee empowerment, reward, employee tréng and motivation

Several key studies in IM (e.gansuhagt al.,1987; Ahmedet al.,2003; Bellet al.,
2004; Lings, 2004; Papasolomou & Vrontis, 2006; Gaots, 2006; 2008have found
empirical evidence to suggest that IM is linked do array of organisational
constructs, such as, employee empowerment, reveangloyee training & skills
development as well as top management-organisasopaort. Crucially, they found
that the above-mentioned constructs are IM feattlas have different degrees of
influence on employee involvement, their motivataswell as level of commitment

to the organisation.

For instance, in a study examining IM initiatives thirty-five business units from

seven UK retail banksPapasolomou & Vrontis (2006found that employees of
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different strata believe that being rewarded armbgarised for exceptional service
delivery was a key performance motivator. In ogeretlising a relational model of
IM, Bell et al., (2009 found a significantly positive relationship betme
management-supervisory support and employee jolivatioin. In a separate study
examining the effects of IM initiatives in banks Tiailand, Tansuhajet al., (1987
observed that IM results in increased levels of legge job satisfaction as well as
their commitment to the organisatiokhmedet al.,2003 andGounaris (2006; 2008
have employed the constructs of reward and empowmrmn their recent
operationalisation of the IM concept respectivéynpirically, the findings from the
above-mentioned studies lend support to the geneddrstanding that all the above
constructs including empowerment, reward, trainitgp-management support and
motivation are key strategic dimensions of IM thawe implications for employee

cum organisational performance.

More specifically, for example, there is a gen@eiception amongst IM scholars that
employee empowerment via IM enables employees tmvex quickly critical
marketing situations. Thus, allowing them to sameetthat can be beneficial to both
the external customer and the organisation, as allprovide feedback to the
management about customer reactions in a mannervosie would not have been
possible through constant recourse to managerimleimce. Although the findings
emerging from the above-mentioned studies haveahstdong influence in sustaining
the consensus amongst the majority of IM scholamgh findings have however,
failed to gain the support of studies.d. Hales, 1994in IM from an HRM
perspective. On the one hand, IM studies genetadijtlight that training is a key

feature of IM, and that IM works through employegdlvement, empowerment and
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reward to improve employee motivation and commitmém contrast, studies in IM
from an HRM perspective contest the veracity of dMrole in employee
empowerment, commitment and motivation. For exampldaking to task some of
the above empirical claimsjales (199) concludes that there is nothing particularly
‘empowering’ for employees in giving feedback inf@tion on organisational
practices or consumer reactions. At issue is whhethgployees’ ‘wishes’, or simply

their ‘knowledge’ is being taken into account irtlsunvolvement practices.

In summary, the scope of this section does not pexrmomprehensive rehearsal of
the above IM views and counterviews. From the foreg, nonetheless, the position
that emerges is that the current understandingeofNl phenomenon is riddled with a
diversity of meanings and a multiplicity of undewstling. Extant studies in IM
generally show lack of clarity in specifying thoaetivities that constitute the IM
concept and those that do not. Moreover, in thenntlaeé above-mentioned studies
have certainly succeeded in serving some theotetizdor ideological agenda, they
are far removed from the reality of the experienoégpractitioners attempting to
implement IM in their organisations. Based on thiglerstandingAhmed & Rafiq
(2003)and Schultz (2004; 2006suggest that future research in IM domain fielastn
be ‘holistic’. This implies that a study investigeg IM phenomenon cannot be
grasped without linking it with the experiencestludse who give meaning to it — i.e.
practitioners The failure to link IM research with practitiosér viewpoints

characterise the major problem facing the domaiid fof this study.
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Thus, it is against such a backdrop that my studyline with a number of
management studies (e.§anders, 1982; Kupers 1998; Gibson & Hanes, 2003;
Ehrich, 2003 which have urged organisational and managemesgarehers to
consider the phenomenological analysis as a wagwvefstigating organisational and
management concepts, becomes relevant. A commpratitongst this group of
studies, a¥upers (1998, p.33%bserves, is a consensus that individuals ineblae
organisational actions and management activitige faist and foremost embodied
beings who are embedded in a specific “life worlthie concept of the ‘life world’, as
detailed in Appendix Ong is a phenomenological term closely associated wit
phenomenology, by which meanings of a phenomenencanstituted and derived

from human interaction in everyday world.

The promise of providing an appropriate framewankd holistic understanding of the
constitution of individual activities as well aswandividuals assign meanings to
management activities in organisational settingsameethat a phenomenological
research approach lends itself as a way of progidirmuch better understanding of
the structure of IM. | consider the value of pheeowlogy to the domain field of

study in subsequent chapters. First, however,dgmiea more formal statement of the

phenomenological research questions and aims guibis study.

2.14 Research aims and questions

The current study is guided by three major aim$iemms:

1. The first aim is to capture in as much detsipassible, through phenomenological
analysis, the constituent structure of IM from #veryday expressions of practitioners

who have experienced IM. The research questionirgyithis aspect is: “Can you
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describe in as much detail as possible a situatiowhich internal marketing has
occurred for you.” Through the phenomenological lysia of the participants’
(ordinary) expressions, the aim is to describesthéctural elements that constitute IM
as perceived and experienced by practitionersetmg of the research objectives
outlined in chapter one of this study, this asgeeks to ascertain whether marketing-
like actions can be directed internally as weltlaslikely outcomes of doing so. The
aim is to build upon the existing theoretical inttions on IM, particularly, those
with a definitional and empirical emphasis. There @0 specific hypotheses expected

to emerge from this questioning as a result adétscriptive nature.

2. The second aim is to clarify through descorgtphenomenological analysis, an
appropriate structure and actions that constitMténl the light of (emerging findings)

understanding its experiential aspects. The reBeguestion guiding this aspect is;
“what part of that (from the participants’ actuajpesssions) experience would you
consider internal marketing”? This question sereslarify further and to ascertain
the veracity of what participants express in thecpding phenomenological question.

Again, no specific hypotheses are appropriate.

3. The third aim is then to understand fully havels constituent structures sit with
other IM research findings as an on-going acadeesearch activity and management
practice. The research question guiding this asige¢fre you then saying internal
marketing is what?” It is not expected that praots’ expressions at this stage
would significantly deviate and/or differ from thenitial expressions. However,
outstanding themes at this stage in the interviestopgol would be recorded and

emphasized. This is with a view to extracting thk&oretical and practical relevance
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as well as implications to understanding the emergneaning and structure of IM.
Therefore, such outstanding themes will form pathe elements that culminate into
a final descriptive report of what constitutes 1 structure. This aspect of my
research question would enhance my attempt to iglghlreas of divergence and
convergence between the current phenomenologr@ihfys and the findings of other
IM studies with more conventional research appreacki\gain, as in the previous

phenomenological research questions, no specifiothgses will emerge.

2.15 Summary

This chapter has attempted to provide a clarifocatof the often-misunderstood
theoretical concepts associated with the IM coneepivell as highlight the flaws
inherent in how IM has been defined over the yedfey empirical studies
operationalising the IM construct were also broughder scrutiny. My critical
examination showed that the claims and the outcdmes such empirical studies are
inconclusive in presenting an acceptable IM stmgctiihe critical examination of the
IM literature culminated in a diagrammatic clagstion of the competing schools of
thought in IM as well as a discussion of the key tivmes as contained in the
diagram. Finally, the chapter concluded with resleaguestions for this study as a
whole as well as the likely nature of the phenontegioal interview questions
guiding such research questions. The relevancehehgmenology as a method of

articulating the meaning and the structure of IM fa@é considered next
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Chapter 3

The methodological philosophy of this study

No matter how refined the measurement or how ingenious the experimental techniques
employed, all its efforts are meaningless without a clear grasp of what it is that is being measured
and correlated in the first place.

- R. J. McCall (1983)

3.0 Overview

This chapter has two primary aims. Firstly, it dstéhe theoretical background to the
methodological frame through which the outcomestlof study can be better
understood. The research strategy of qualitativecrijgtive phenomenology is of
relevance to addressing this study’s research dilmstefore, its basic principles will
inform the overall attitude of this study. This Mble presented in form of a review of
the phenomenology literature explicating my underding of the theory and the
philosophy of phenomenology as a research methbdés B necessary given the
confusion that surrounds the field of phenomenolmgg its non-mainstream status as a

research method in this field of study.

Secondly, a discussion of all aspects of the debaeerning qualitative research in
general is beyond the scope of this chapter. Howevdetailed critique of qualitative
research from the perspective of the ‘reliabilignid ‘validity’ issues confronting its
research tradition will be presented. Such a er#ti¢ge necessary within the context of

establishing the ecological validity of this study.
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3.1 Origins and the philosophy of phenomenology

Phenomenology can be defined as a way of makingr ¢clee basic features of a
concept or phenomenon, and seeking ways to unddrsthat these features mean.
This entails going back to the foundations ands@dtthe phenomenon, i.e. @shen
(1987, p.3) identifies, beginning with the phenomenon andt‘theories.” Achieving
this requires reaching out to the world of everyaaperiences of individuals with
whom the investigated phenomenon is self-evidertheir natural contexts, not in

contrived situations.

A review of the phenomenology literatufe.g. Polkinghorne, 193%s a branch of
science and philosophy indicates that it initiadbt itself the radical task of returning
to ‘the things themselvesThat is, it aims to develop a rigorous and usédbstudy of
subjective experience by exposing how my consciessiimposes itself upon reality.
Phenomenology aims to reveal thingss they appeay’independent of and prior to
any reflective interpretation, scientific or othésar Phenomenology also aims to
clarify the role of phenomena of consciousness he process of meaning-
construction. Although, phenomenology deals withjsctive experience as part of its
primary concern,Giorgi (19853 however, observes that its key interest is not
subjectivity per se, but with complementing exigtiscientific paradigms and
clarifying or removing other paradigms’ unnecesgagjudgements, assumptions and

biases.

Phenomenology, as Edmund Husserl wrote:
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did not at all disparage the experimental work dbpeeminent men. Rather it
laid bare certain, in the literal sense, radicdedis of method upon which the
removal of which, in my opinion, must depend anvat®n...to a higher
scientific level and an extraordinary amplificatiofits field of work Husserl,
1913/1931, p. xvi)i.
A number of philosophical terms within phenomenglas a qualitative research
method overlap, and somewhat imply each other. &lpddosophical terms include
‘description’, ‘essences’, ‘phenomenological redutt and ‘intentionality’. Thus,

correct understanding of phenomenology as a reseaethod minimally requires an

explanation of at least some of these terms.

In brief, Giorgi (19853 remarks that ‘description’ is the use of languageoffer
linguistic expression or communicate to others,the community of researchers, the
characteristics of a phenomenon to which one agsegmted with as precisely as they
are presented. The aim of the description in tAgeentails the use of my disciplinary
language to articulate the invariant features ofitMhe way that practitioners have
brought and/or presented their experience to myravess, and by such articulation
invoke the frame by which the IM phenomenon hasetmmmake sense. This requires
imaginative effort on my part in appreciating thenezgent meanings and IM
understandings, as experienced, and report thendh@menon as it appears within
the constraints of such presentational evidence. fditocess, aSiorgi (19853 notes,
requires adopting a descriptive attitude, whichliegpdescribing what presents itself

precisely as it presents itself.

Description also implies the adoption of the attduof the phenomenological
reduction, which entails the suspension of pastwkexdge about the phenomenon

under investigation as well as withholding any &asial affirmation(Giorgi, 1993.
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This applies to the possibilities that open up tigtothe phenomenological reduction
l.e. the researcher concentrates his or her aiterdn immediate and concrete
phenomenon and focuses on describing the phenonfesranwithin the perspective

of the phenomenological reduction instead of imetipg or making speculations
about the phenomenon. ‘Phenomenological reducti@fiérs to the attempt to
‘bracket’, i.e. suspend or put aside one’s own prejudgmemisassumptions about a
phenomenon. Thus, by suspending one’s assumpt@asd;olkinghorne (198P

remarks, one is laying the ground to approach aagienon with an openness to

perceive the phenomenon as it presents itself.

‘Essence’ is the constant identity, features, dredcharacteristics that hold together a
given phenomenon. That is, the core meaning ohdividual's impression of a given
phenomenon, which makes it what it is. In otherdspthe various constant meanings
the individuals employed for this study attributetheir experience of IM constitute

the essence of IM phenomenon as experienced asdmneel by such individuals.

‘Intentionality’ refers to the fact that conscioess is always of or about something, it
is always directed towards an ‘object’ that is m&lf consciousness. Consciousness
asGiorgi (1997, p.»remarks, “refers to the awareness of the systembodied-self-
world-others”, all of which, and aspects and pastswhich are intuitable, i.e.,
presentable, and precisely as they are presenigdritionality is derived from a more
general notion of the relationship between indigiduand the (world) phenomena.
However, according té&iorgi (1997, the overlapping nature of the above terms is
evident when understood within the context thatodlgh the process of

phenomenological reduction and description, thenpheenological analysis seeks to
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provide a given account of the essence, i.e. mgapnina phenomenon under
investigation, and describes or articulates itslumental meaning in a manner that is

universal.

Phenomenology as a term encompasses both a pliiloabpnovement and a
gualitative research approach. It emerged in the kg century Germany to
challenge the dominant positivist scientific asstiols on the origin and nature of
truth (Spiegelberg, 1982; 1994; Ehrich, 2Dp03Phenomenology is taken from the
Greek word phainomenot) - meaning the ‘appearance of things or phenormena
(Spinelli, 1989, p.» The word ‘phenomena’, also phenomenonylasistakas (1994
identifies, comes from the Greek wor@ghaenesthdi— meaning ‘to flare up’, to
show/reveal itself, to appear. According Enrich (2003, phenomena refer to
anything that presents itself to us, such as emstithoughts, concepts and physical
objects.Polkinghorne (1989, p.3largues that phenomenology is not an antithesis of
the analytical mainstream natural sciences, neithd@r anti-science. It goes beyond
the analytical processes of a phenomenon to renwgdkssences’ by refocusing
inquiry “not on descriptions of worldly objects bah descriptions of experience”,

which constitutes and relates to a phenomenon.

Implicit is the view that because the descriptioh® phenomenon are derived from
experience, experience itself must be clearly wtded before a strong foundation
can be established for studying the phenomeRaikinghorne, 1989)Phenomenon
within phenomenology means that whatever is givepresented is understood as it
relates to the consciousness of the individual Wao the experiencgiorgi, 1997.

This explains why, in the context of this studyhdd to withhold any existential
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affirmation or lay claim to the existence of IM mpiwenenon before my personal
engagement, i.e. data collection, with the indigiduemployed for this study. Thus,
the philosophy of phenomenology requires the susparof anya priori knowledge
in order to “attend, instead, to what is presengigen in awareness’Pplkinghorne,

1989, p.4).

Suspending any known knowledge of the object oéstigation helps to remove the
often-prejudged distractions of human introspectiororder to concentrate on “the
need to look outside...for sources that “cause” erpee” (Polkinghorne, 1989,
p.42). This implies that phenomenology is concernedlite experiential reality of
‘meaning’ of a phenomenon as well as its concretgiqulars, which make the
phenomenon remain constant regardless of varioys imawhich its manifestatiofs
present themselves. Thus, the philosophy of phenoiogy focuses inquiry on
descriptions of the essential structures inherera phenomenon in a way that it is
possible to have a general knowledge of the phenomeln this sense, as
Polkinghorne(1989, p.43 notes, phenomenology is “concerned with the usale
elements and relationships that constitute expegien general.” These experiences
relate and are drawn from the socio-psychologieaspectives of the people involved

(Welman & Kruger 199p

As a philosophical movement, Edmund Husgedvides the intellectual motivation

for viewing phenomenology as a radically new sowftseeking an understanding of

¢ T consider it necessary to provide an illustration with an example taken from Polkinghorne (1989, p. 42).
Thus, for a figure to be experienced as either a square or a triangle, the essential elements must be either
four or three intersecting straight lines regardless of whether it is drawn on a blackboard, or painted on a
human face. Other elements, such as particular colour or size, or the particular size of the angles are
unessential “instead, they serve to differentiate particular experiences... [of these figures] from one
another”.
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knowledge.Valle et al., (1989 identify that Husser'y1970 views are rooted in
transcendental phenomenology - the rigorous stichhiogs as they appear’ in order
to arrive at their essential understanding. Theomf@gjcus of Husserl's attention was
neither on the world as interpreted nor createddmntific fact and theory. Rather, his
concern was with ‘the world of everyday experieaseunderstood and expressed in
everyday language by the actors’. Thusysserl (197) propagated the view that
human consciousness was always and essentiallytedi¢oward a world of emergent

meaning.

Other prominent writers, such aslfred Schuz 1962) andViax Scheler 1961) are

known to have also made unique contributions toptnésophy of phenomenology.
Whereas Husserl concentrates on how | constructratignal sense of reality in
general,Schuz (196) for example, focuses on the construction of aooeality.

Schuz is credited particularly with bringing Hudsephenomenology to the realm of
sociology and social psycholog$chuzuses what he refers to as ‘typificatiornd’

consciousness — i.e. means by which people compaethe nature of social reality in
order to articulate the commonsense structuresafsciousness’ in everyday life.
According to Polkinghorne (198F Schuz’'s work is primarily important within
phenomenology as it opens up such social issugghasomena of encounter’, ‘social

interaction’, and the ‘reflective articulation @itérsubjectivity’.

Scheler (196}, on the other hand, focuses on the descriptiah aralysis of non-
rational essences of values, feelings, social memts and loveSchelermade vital
contributions to the phenomenology of religion @scdribing the essential interhuman

phenomena of love and hate, the variety and forhsyrapathy and the phenomenon

105



of resentment. Scheler provides the exemplary trions in the area of sociology
of knowledge by distinguishing between three typeé&nowledge — knowledge of
‘control’, as in the aspirations of science anditetogy; knowledge of ‘essences’, as
in the aspirations of philosophy, metaphysics ameinpmenology; and knowledge of
‘salvation’, as in the religious quest for spiritifalfilment. In summary, different
writers represent different phases, e.g. existen#iad hermeneutic, in the

phenomenological movements.

However, for this study’s purpose, focus is on pienomenological movement of
Husserl. Husserl's philosophical views on phenont@yoare consolidated through
his concept of Lebenswettor the “life world”. The concept of the ‘life wtl’, as
detailed in Appendix Ong was Husserl’s attempt to illuminate the general
philosophical frame from which descriptive phenowlegy emerges, i.e. to reconcile
his variant of phenomenology with the existentiélsserl (193)held that knowledge
of the structures of a phenomenon was not a mafténduction or generalization
from a sample, but gained from apprehending theriqpminciples and necessities of
the structure. Gaining an understanding of therirmenciples of the structure of a
phenomenon requires carefully working through assting the various descriptions
of the phenomenon, “until the essential elementd #meir relationships are

differentiated from the unessential and particu{@dlkinghorne, 1989, p. 32

Thus, asHusserl (196 notes, the methodological process of differemigatthe
unessential elements from particular elements kegith “epoché or ‘bracketing’,
then progresses towards the ‘phenomenological tesiicand culminates into its

component of ‘free imaginative variation’. This mea that ‘bracketing’,
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‘Phenomenological reduction’ and ‘free imaginativariation’ encompass the three
major interlocking analytical steps that underpimepomenology as a qualitative

research method.

3.2 Towards phenomenology as a qualitative resesdr method

A multi-disciplinary number of qualitative studiésg.Sanders, 19825iorgi, 1985D;
Polkinghorne, 1989; van Manen, 1990; von Eckartgh998a; Ehrich, 2003; Gibson
& Hanes, 2003; Kupers, 1998; 2002; 2005; Berglur2)07) recognise
phenomenology as a research method. These studg@syetheir own strategies or
idiosyncratic procedures for applying the phenonhegioal research method. This
implies there are can be variations in the appboadf the phenomenological research
method. However, it is unclear as to whether or wlifferent variants of
phenomenology follow the phenomenological critasaa sound qualitative research
method. Several studi¢s.g. Giorgi, 2006, p.305stressing the need to “sharpen the
level of on ongoing practices in the area of phemootogical inspired qualitative

research” clarify this point.

The variations in phenomenological research metimidonly create tensions within
the research strategy of phenomenology, especibéyiveen descriptive and
interpretive perspectives, it also lead to confuses to how best to approach
phenomenological study within the discipline of lifasive research. Nevertheless,
most phenomenological based qualitative researctergly adopts the process of

‘epoché or ‘bracketing’, ‘phenomenological reductidn’and ‘free imaginative

7 For clarity in explaining the concept of phenomenological reduction, I consider it necessary to illustrate
with this mundane example taken from Giorgi (1985a). When I eat black grapes, the physical object is
effectively destroyed, and yet, the grape remains a mater of experience to me. Its various properties — that
is, its juiciness, its roundness, its differing colours (e.g. redness, greenness or blackness), and its other
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variation® as fundamental criteria in their attempt to ddmerior interpret a
phenomenon under investigation. Each of the abosetioned criteria underpins the
phenomenological research process of this studgl, thry are further explained

below.

3.2.1 Epoche’or Bracketing

Polkinghorne (198pidentifies that theépochéor ‘bracketing’ is the first inclination
towards attempting to understand phenomena ag¢ladly are i.e. in returning téhe
things themselvesivithout any prejudgements or preoccupatiokpoche’originally
comes from the Greek word, meaning ‘to refrain fpaigment’ or keep away from
the everyday way of perceiving thing8oustakas, 1994 In other words,
‘bracketing’ was my negative move towards suspemdiny prior knowledge or
assumptions that | had held about the IM phenomenathat it can be fully focused
upon and clearly understood from the perspectiveélseopractitioners. It was my first
step towards adopting an attitude of the phenonogied! reduction. For this process
to occur,Husserl (197p suggests that one’s assumptions/subjective pergps or

natural attitude be suspended in order to getd@#sence of the phenomenon.

Although it can be difficult to completely suspemuke’s assumptions and biases about

a phenomenon, or ‘bracket completely the naturalude’, Ehrich (2003 notes,

properties may remain as a matter of contemplation for me — i.e. as what Husserl (1962) idealistically
describe as ‘noema’, which constitutes the concept of ‘intentionality’ (explained under section 3.1). Noewa is
a Greek word — which simply means the perceived ‘meaning’ of something, often in recollection
(Moustakas, 1994).

8 Applying the process of free imaginative variation to the above example of grapes would mean that I
would begin by modifying the various aspects of the grape in my imagination, so as to make various
imaginary grapes begin to exist. Although some would be black, like the one that I had eaten, others might
be red or green. That I do not find a green or a red grape in the actual encounter of my having eaten the
black grapes (as in the illustration provided) is irrelevant at this stage, what is important is to discover the
essential structure and the essential features (e.g. juiciness) of grape.
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however, that by being acutely aware of such anigcie and its implications for
understanding the phenomenon under investigati@an be possible to control one’s
subjective biases or perspectives. Accordingacher & Robinson (2003in order
to suspend my subjective perspectives and hold neprétical assumptions in
abeyance, Hussedevised the phenomenological reduction in ordefatalitate the
essence of a phenomenon to emerge. However hitdagh achieving bracketing that
ultimately other substantive process in the phemmiogical reduction essentially
follows. Thus, bracketing, a®loustakas (1994 remarks, provides one with an
original vantage point, a clearing of the mind eiftho suspend whatever blurs the
phenomenon from one’s theoretical knowledge oredach premature conclusions

regarding the object of investigation.

In Giorgi's (198) view, to proceed in phenomenological study withbracketing
leaves one open to all sorts of ‘fallacy’, as therthe possibility that one’s judgement
about a phenomenon will be biased by numerous poegions, wishes, desires, and
motives. von Eckartsberd1998a, p.p points out “it was just this bias of one’s
uncritical “natural attitude” that Husserl wishedftee himself from, in order to view
a given topic from a position as free of presuppmss as possible.” According to
him, it is only after bracketing one’s preconcepsidwas the natural attitude said to
give way to a more disciplined “phenomenologicaitade” from which one could
grasp essential structures as they themselves ppea Eckartsberg, 1998a, .6
Thus, Husserlian philosophy views ‘bracketing’ &g tphenomenological process
through which one adopts the phenomenological temtuavith a view to grasping the

essential structures of a phenomenon as they asemted to one’s awareness.
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In other words, by implication, ‘bracketing’ andetphenomenological reduction’
should not be confused as two separate steps whenebstep — ‘bracketing’ is done
first in an effort to prepare or encounter the selcstep — the ‘phenomenological
reduction’. Rather, bracketing and phenomenologiedliction occur together as two
internal basic moments within the ‘reduction’ pregethat is peculiar to

phenomenological research.

3.2.2 Phenomenological reduction

Husserl (196 devised the phenomenological reduction as a rmdethgical
technique by which phenomenological research foggliare made more precise.
Phenomenological reduction requires that, “the ph®mologist puts his or her
existential belief “out of action”, that is, dispas with the belief that objects exists in
and out of themselves, apart from a consciousnkat perceives them’{(von
Eckartsberg, 1998a, p).8Nhen one’s assumptions are suspended, it iepext that
what remains is the ‘pure appearance’ of the phemam under investigation. Thus,
Husserl claims that the process of phenomenologezhlction does not lead to a loss
in characteristics of the object or phenomenongmesl to one’s awareness. But, as
Giorgi (1997, p.Y clarifies, “everything that was present in thdunal attitude is
retained within the phenomenological reduction,egtdhat one refrains from saying
that the phenomenon is as it presents itself; amg says that the phenomenon

presents itself as such and such.”

Therefore, the phenomenological reduction demahaisdne “puts aside” or renders

“non-influential” all past knowledge that may benked or associated with the

presently given phenomenon so that it has a chamgeesent itself in its fullness
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(Giorgi, 1997, p. Y. In other words, an attempt is made to first ustéd the
essential features of a phenomenon as free adbfisim any prior assumptions and
prejudgements or impose explanations before th@agvhenon is clearly understood
as it is. ThusCaelli (2000 suggests that Husserlian phenomenological phplogo
demands that descriptions of (experience) a phenombe gleaned before it can be

reflected upon.

The phenomenological reduction simply calls fouapension of judgement as to the
existence or non-existence of a phenomenon or gbofesuch phenomenon. That is,
it is an attempt to place the common sense andiaoyn theoretical supposition and
knowledge about the phenomenon under investigatitan‘parentheses’ in order to
arrive at an unbiased description of the meanintp@fphenomenon. This implies, as
Kvale 1996 (p.5%identifies, that “phenomenological reduction doed involve an
absolute absence of presuppositions, but ratheriti@at analysis of one’s own
presuppositions.” This means, in this case, thehpmenological reduction is not a
denial or acceptance/affirmation of the existentévb phenomenon. Rather, it is a
legitimate method that | have to adopt in ordetbezome aware of the emergent
meanings of IM in the way that participants presemd me. The idea, according to
von Eckartsberg (1998a, ,6s that “I do not describe something in termswbiat |
already know or presume to know about it, but nattmat | describe that which

presents itself to my awareness exactly as it pteseself.”

The phenomenological reduction underpins the mtéllal dictum of the Husserlian

phenomenological philosophy, i.d&ck to the things themselveshlle et al., (1989,

p.11) notes that the use of the term ‘reduction’ lilgreneans that the person “reduces
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the phenomenoras it is considered in the natural attitude to arely phenomenal
realm.” The phenomenological reduction is of significance phenomenological
research method, since, it is believed that by wegong my preconceptions and
interrogating them, | improve my understanding dfe tphenomenon under
investigation Yon Eckartsberg, 1998aEssentially, phenomenological reduction is
“the process of coming to know the phenomenonHis tase, IM] as described by the

participants”(Parse, 2001, p.¥9

Husserl (196preinforces the process of phenomenological rediudty augmenting it
with a process known as ‘free imaginative varidtidvith free imaginative variation,
the phenomenon was to be transformed, i.e. vandchagination by altering all its
constituents in order to verify the limits withirhweh the phenomenon has retained its
essence. In other words, entering into the attitofdine phenomenological reduction
entails - (1) suspending past knowledge about lle@menon under investigation in
order to encounter it first hand and describe ip&isely as it has been rendered or
experienced by participants, and (2) to withholel éiistential index, aSiorgi (19979

puts it, which means to consider what is givert aspresented in awareness.

In the above sense, the key result of phenomera@bgeduction is not the concrete,
ordinary everyday expressions brought to the rebeas awareness by participants,
although methodologically, it is an important stepbut rather, to present to the
community of scholars a research finding that lsust and more durable within the
context of the scientific discipline utilise@siorgi, 1997. In order to achieve this,
Husserl (196Q suggests that one seeks the meaning, i.e. eseétice phenomenon

under investigation by a method of ‘free imaginatwariation’.
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3.2.3 Free imaginative variation

Free imaginative variation is a mental experimeomatin which the researcher
intentionally alters various aspects of a phenomdnpeither taking from or adding
to the transformationFplkinghorne, 1980 Free imaginative variation is “used to
investigate essences to determine what is secoratatywhat is unchangeable or
essential” to a phenomendihrich, 2003, p.50 An essence is the most invariant
meaning of a phenomenon, i.e. the articulation ofudamental meaning of a
phenomenon without which the phenomenon could eotvbat it is presented to be
(Giorgi, 1997%. The purpose of free imaginative variation is taaiattsaturation
through the transformation of participants’ naive avdinary descriptions i.e. to
“imaginatively stretch the proposed transformationthe edges until it no longer
describes the experience underlying the subje&isendescription” Rolkinghorne,
1989, p.5% van Manen (1990, p.1)7describes the process of free imaginative
variation as an attempt to “discover aspects afjualities that make a phenomenon

what it is and without which the phenomenon cowtbe what it is.”

Central to free imaginative variation, &soustakas (1994 suggests, is seeking
possible meanings by freely utilizing the imagioativarying themes and the frames
of reference, employing reversals and polaritieg] approaching the phenomenon
from divergent perspectives, different positionsles, or functions. As the name
implies, free imaginative variation seeks to verfifilether the theme(s) belongs to a
phenomenon essentially, rather than incidentallye &im is to arrive at structural
descriptions of the phenomenon, the underlyingipitating factors that define the
phenomenon under investigation by targeting ‘megsiiras a way of integrating

structures into essences. Thus, free imaginativatian asks the question: “is this
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phenomenon still the same if | imaginatively charge delete theme from the
phenomenon?{van Manen, 1990, p.1)7 The purpose is to carry out adequate
transformation, i.e. attain saturation of data smdhake it publicly verifiable so that
readers or other researchers will agree that #resftormed expressions do describe a

process that is contained in the original expresgtolkinghorne, 19809

Thus, free imaginative variation is the processw$uring that a recurrent/constant
identity that hold together and limits the variagothat a phenomenon can undergo
has been achieved. This, ultimately, depends uppmlmlity to awaken possibilities
so that whatever is presented factually to me besoone example of a possible
instance of the IM phenomenon. By awakening po#s#isi | could become aware of
those features that cannot be removed and thuse atrwhat constitutes the meaning
and/or key dimensions of IM phenomenon. Simplye firaaginative variation would
enable me to derive structural themes from texuledcriptions that have been
obtained through phenomenological reduction. Ireothords, when | felt that | had a
description of the essential features of IM, | ddothen ask myself — what can |
change or leave out without loosing the essenciMophenomenon that has been

brought to my awareness.

3.3 The process of phenomenological research meth

Applied to qualitative researchphenomenology generally addresses, identifies,
describes and interprets the experiences peoplee hagarding a particular
phenomenon precisely as those people have hacpleeiences and understood them
(Crotty, 1999. Phenomenology as a qualitative research mathadves studying a

small number of participants through extensive pradonged engagement in order to
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develop patterns and relationships of meaning leedrito the phenomenon under
investigation. Moustakas (1994 identifies that the empirical phenomenological
research approach involves a return to experiemaader to obtain comprehensive
descriptions of ‘lived experiences’ that provide thasis for a reflective structural
analysis of what portrays the essences of the Imgaerience. According t&@an

Kaam (1966, p.1% phenomenology as a qualitative research metlrssengially

“seeks to disclose and elucidate the phenomenaebBviour as they manifest

themselves in their perceived immediacy.”

However, Giorgi (19853 identifies that in order to ensure that the pdolohical

method of conducting phenomenological research accord more readily to

mainstream scientific qualitative practices, certanodifications needed to be
introduced such that the features of the phenormogiaal project were not severed or
fragmented. He posits that such modifications wezeessary in order to avoid the
possible objection of biases, errors and prejudicat| carry with us in my everyday
life. Firstly, in his view, data were to be obtainEom others’ perspectives, and
secondly, the researcher was to suspend any peeti@oretical knowledge of the
phenomenon under investigation. Thirdly, to allaav €ach discipline to determine
and describe what was unique about the investigpteghomenon with its own
language and context. In other words, one will imaghat the final description of the
expressions of participants in this study regardivigwill be contextualised and/or

described using the language common to marketidgpamanagement research.
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Giorgi (19853 further outlines two separate levels at which asaiiptive
phenomenological study can be undertaken from apirexal perspective. At one
level is the original data — comprising of ordinaegscriptions, which can be obtained
through open-ended questions and interpersonalgengant with study participants.
At another level — the qualitative researcher cascdbe the structures of the
phenomenon based on reflective analysis of theicpmhts’ account of the
phenomenon under investigation. Thus, the phenological method generally goes
from the concrete expressions of a phenomenon ticipants to the transformation
and description of the structures of the phenomerfiuch a process negates
abstracting theories and explanations about thagghenon without understanding its

description as it appears in consciousness ofetbearcher.

von Eckartsberg (199%asummarises the general method of undertaking rezapi

phenomenological research:

| go first from unarticulated living (expreciatet)a protocol or account. | create
a ‘“life-text” that renders the experience in nawatlanguage, as story. This
process generates my data. Second, | move froroqmicio explication. Finally,

| engage in the process of communication of findifwgpn Eckartsberg, 1998a,

p. 27).

The above procedures are intended to provide theareher with the framework to
focus on grasping the whole meaning of the phenomemder investigation instead
of dividing the phenomenon into parts without ustiending the basic structures that
give meaning to it. If one divides an investigapddtnomenon into parts and ignores,
for instance, how the people who experience sugihenomenon articulate it, one

runs the risk of producing abstract concepts they not be meaningful to the people
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who experience the phenomenon. In other wordsnathis context, it would be

difficult to grasp a sense of the whole structund eneaning of IM by separating its
parts from the general context in which the prewtdgrs have experienced and
understood it. If one were to do so, one would epdvith abstract explanations of
what constitutes the structure of IM, since one lobe approaching the IM

phenomenon from one’s own theoretical perspectares biases, divorced from the
perspectives and viewpoints of the people, i.e.pifaetitioners, who experience it in

their everyday organisational lives.

Therefore, as$okolowoski(2000 makes clear, in order to avoid the risk of pradgc
abstract concepts from a phenomenon, one must leetabavoid the danger in
attributing an abstract meaning to a concrete pimemon. Doing such would result in
concepts and categories that do not really refle@xist in the consciousness of the
people who can relate to such a phenomenon. I atbels, asvicCall (1983, p.5Y
cautions, “no matter how refined the measuremetioar ingenious the experimental
techniques employed...all its efforts are meaningkeitisout a clear grasp afhat it

iIs that is being measured and correlated the first place”. Hence, the
methodological frame of the current study does leod itself to the method of
abstracting meaning(s) from theoretical biases assumptions, as the case with
existing IM studies (e.gAhmedet al., 2003; Lings, 2004; Gounaris, 2006; 2p08
Such previous studies have attempted to define ggedationalise the IM concept

without a clear grasp of its constituent’s struetur
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However, the question that remains is how one camoghstrate a rigorous and
empirical process of revealing the meaning andsthecture of a phenomenon, such
as, IM, via a phenomenological research approadte€ phenomenological research
method indeed provides rigorous procedures throubgith qualitative researchers
can achieve such a task. First, however, it isfulséo establish that the
phenomenological research method is empirical @&t thbases itself in factual data
gathered for the purpose of ‘examinatidnbn Eckartsberg 199%aGiorgi (1975,
1979; 1983; 2006 identifies that the phenomenological method ‘treizes
empiricism”, as it is not contradictory to considempirical factors from a
phenomenological standpoint. He further explaingt ghhenomenological research
method embodies a general structure of ‘shareableplicable’ observed events
arrived at ‘through the examination of specificuated instances’. Similarly, several
phenomenological studies, such &scher & Wertz (1979, p.1¥Gemphasize, “by
empirical | refer to a) my reflection upon actuaéets, and b) my making available to
colleagues the data and steps of analysis thdoled/ findings so that they might see

for themselves whether and how they could com@ndas findings.”

Again, von Eckartsberg (1998provides the general systematic frame througkchwhi
phenomenology as a qualitative research method bmarused to conceptualise

concrete structural phenomenon:

First, | report and describe — narratization — a&hnen | think further about

something in order to conceptualize it. | keep @gkWhat does it mean? What
does it say? What is concealed in it? What become=aled through dwelling in

it patiently? What secret lies hidden therein? [Yisathis kind of experience

like? How does the lived world present the expeeto me?] This is the

reflective attitude, that is, openness and listgrim Being in all its particular

manifestationson Eckartsberg, 1998a, p)16
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Such a systematic process although tedious, begihshe first step of ‘expression’

and ‘description’, thus:

expressing a particular experience that | speaify identify by giving account
of it, by trying to bring it to as full as accueaan articulation as possible. |
create life-text. From there, | move toward theleafve study of this

description, focusing on the essential meaningittolesits contained therein,
the “experience moments” (van Kaam), the “meanmitsy(Giorgi), the “themes

and scenes” (W. Fischer), or the “psychological’p{eon Eckartsberg), which

can be inductively synthesized into an essentiglucturally integrated

description of the universally valid meaning of thhenomenon under
consideratiorfvon Eckartsberg, 1998a, p.)16

Arguably, the above procedures are far more likelyield a better scientific analysis,
in terms of how textual data are reflected in tlesadiptive narrative than when
phenomenal meanings are otherwise abstracted andhlised. In accord with this,
Giorgi (1997 provides a general outline of how the establisinaohe for conducting
qualitative research method can be adapted to woonfdo descriptive
phenomenological research paradigm. He devisedfge minimum criteria namely:
(1) Collection of verbal data, (2) The readinglud data, (3) The breaking of the data
into parts, (4) The organisation and expressionthef data from a disciplinary
perspective, and (5) The synthesis and summaryhef data for purposes of
communication to the academic community. Each e$¢hsteps however, as outlined
below, allows for procedural variations. This meahat each step is ‘neither

exclusive nor exhaustivéGiorgi , 1997.
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3.3.1 Data collection:

Data can be collected by straightforward descniptiaterview or a combination of
both. In either case, the questions are generattpdoand open-ended so that the
participants can have sufficient opportunity to regs their viewpoints extensively.
As what is sought, is a concrete and detailed gesmr of the participants’
experiences and viewpoints as accurately as pessidhen interviews are used, they

should be audio recorded and transcribed.

3.3.2 The reading of the data:

The phenomenological approach is a holistic onereflore one would have to read

the whole data before beginning any analysis @f brder to gain and only retain a

complete (whole) sense of the data. One does ytb tthematize’ any aspect of the

description based upon this first whole readingsIthe purpose of the subsequent

(analytical) steps to highlight what is relevantegi the purpose of the analysis.

3.3.3 The dividing of the data into parts:

Since phenomenology is concerned with meaningdb#ses of which is the division
of the data into parts through meaning discrimoratiThis presupposes the prior
assumption of a disciplinary perspective, i.e. aithgpa management perspective (as
in this study) for management research analysisditiahally, the perspective
assumption presupposes a set that is sensitivee tptenomenon under investigation.
In other words, the management research analysisiidshbe sensitive to the
phenomenon of IM domain field. In any case, baspdnua process of meaning
discrimination, one goes through the entire desonpconstituting parts known as

‘meaning units’. This purely descriptive term siggs that a certain meaning, relevant
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to the study that would be clarified further is toned within the segregated unit.
Operationally, a slower rereading of the particisadescription forms the relevant
meaning units and each time that the researcheriexjges a transition in meaning in
the description, he or she marks the place andnueed to read until the next meaning
unit is discriminated and so on. The end of thep st a series of meaning units still

expressed in the participants’ own everyday languag

The principle guiding this step is that the partsstrbe determined by criteria that are
consistent with the scientific discipline one’sdstus situated. For example, @sorgi
(1997 illustrates, one could say that one could makem@aning unit’ out of each
sentence, but a sentence is a unit of grammar @ydommay not be sensitive to the
management research aspect of IM description. &tpains why adopting an attitude
that is sensitive to the domain field of IM is dalcas well as to the IM phenomenon.
The ‘meaning units’ do not exist in the descriptidny themselves, but are constituted
by the attitude and activity of the researchersTddoption of an unspecified attitude
iIs unique to the descriptive phenomenological ap@ng which means that the

descriptive phenomenological approach is ‘discoweignted’.

Thus, the disciplinary perspective brought to hgawn the expressions, i.e. the data,
cannot pretend to exhaust all of the implicatiohthe description, but only IM ones. |
would achieve this by explicating the in-depth IN&édiplinary meanings contained
within the the data. Therefore, in order to discoreanings in the data, | need to
adopt an attitude open-enough to let unexpectednimgs evolve and/or emerge.
Alternatively, asGiorgi (1997 suggests, | could let my professional sensitiabhd

spontaneity function so that relevant meaningsbeaextrapolated.
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3.3.4 Organisation and expression of raw data intone’s disciplinary
language:

Once the meaning units are established, they havkbet examined, probed and
redescribed so that the disciplinary value of eaaih can be made more explicit and
relevant to one’s field of study. This is where thethod of free imaginative variation
plays a crucial role in helping to establish theeesial elements in the light of the
topic under investigation vis-a-vis one’s disaigli of study. Participants usually
describe their concrete experiences or express #mis from the perspective of
everyday language. The disciplinary perspectived dse analysis, e.g. management
discipline or the discipline of social sciencespfien narrower than that of everyday
life expressions. That is why such a transformatibparticipants’ everyday language
is required and necessary. Such transformations twalbe expressed in terms relevant
to the specific topic under investigation and tieddfof study. The key point in this
step therefore, is that the statements of the gyaamts are transformed by the
researcher to be in accord with the subject dis@pbeing utilised following the

process of free imaginative variation.

3.3.5 Expressing the structure of the phenomenon:

Once each meaning unit has been essentialiseddangdp the proper disciplinary
perspective, and redescribed in the language oflid@pline, more or less the same
process is applied to the transformed meaning umitgder to determine which are
essential for the phenomenon under investigatiahvamch are not. Thus, with the
help of free imaginative variation the researclegtescribes the essential structure of
the concrete account from the perspective of teeigline. Whilst a structure can be
based on one participant’'s account/expressiors deisirable to use more than one

participant.
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However, it is likely that a study with many panpiants will produce several typical
structures rather than one. Therefore, for the sakesimplicity, Giorgi (1997
recommends that the researcher should always trgetive a single structure
(synthesis) for all of the participants in the studNevertheless, he cautions that this is
not a mandatory requirement in descriptive phenalogical research, as such, the
researcher should not force the data into a ssigleture. One can only collapse the
entire data into a single structure if the datalldremselves to the process. Otherwise,
the researcher can write as many structures asredquror example, if a study is
conducted with five participants, the results coblel a single structure, or five

structures derived from each subject — or anywhrebetween.

Two issues implied in the above process perhapsareséurther clarification. Firstly,

the issue of the question of appropriate languageeftch discipline should be
consistent with phenomenological theory. That e toncepts and terms used in
expressing the insights gained through the studyulghbe phenomenologically
grounded. This is crucial, and therefore part of tagk as the researcher is to
introduce appropriate disciplinary terms in phenonategical grounded ways. One
cannot simply use the participants’ words becausey twere given from the

perspective of everyday language. Hence, partitgh@xpressions must be taken up,
examined, and be redescribed more rigorously from pgerspective of a chosen

discipline.

Secondly, the issue of the description of resudtsstaucture(s). Structures can be

understood as essences and their relationshipst M/imaportant about structures is

not so much the parts as such, but the interrakstiips among the parts that they
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exhibit. More over, structures are not end in thelwes. Ratheraccording to Giorgi
(1997, who uses statistics as illustrative analogycitires represent ‘measures of
central tendency’, and express how the phenomenderunvestigation coheres or
converges. However, there are also differentiationsvariations that have to be
accounted for that would correspond to ‘measuresligpersion’ as in statistics.
Consequently, once the structures have been dedohethe researcher has to go back
to the raw data and render intelligible the clusi@rvariation that are also contained
in the data. Thus, the ultimate outcome of phenaiogcal scientific analyses is not
just the ‘essential structure’, but also, the gtreee in relation to the varied

manifestations of an essential identity.

For example, a consistent structure of IM that doainerge from my descriptive
phenomenological data might be comprised of essadentity known as ‘Employee
Motivation’. However, given that employee motivatimight have several variations
through which it manifests, it is important to Hight such variations. For example,
employees’ feeling of motivation could be due tawanber of factors including the
nature of reward being offered, e.g. praise, ermg#syinvolvement in the decision-
making process, e.g. through internal communicatmal a feeling of empowerment,
which can arise from allowing employees a certawel of control/discretion over

their duties and responsibilities.

3.4 Critique of qualitative research
Recent years have seen a string of ‘new voiceg. (diles & Huberman, 1994;
Denzin & Lincoln, 1994; Creswell, 199003; Winter, 2000; Morset al, 2002;

Golafshani, 2003; Cho & Trent, 2006; Saundetsal., 2007 engage in substantial
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reflection regarding the nature and discipline oélgative research. Much of this
reflection reveals the procedural constraints iahein establishing credibility in a
gualitative research study. The focus of sucheo#itbn includes the boundaries of
gualitative research, methods of data verificateomd validation as well as the
procedures for establishing reliability and valdi¥Whatever may be the rationale
behind such self-questioning, of interest to thiglg is the controversy surrounding

the issue of reliability and validity in qualitagivesearch inquiry.

The multi-method approach inherent in qualitatiesearch means that qualitative
researchers are entangled in a web of confusiray afrterms or cross-paradigmatic
notions used to address the question of reliabiihd validity in its research
discipline, as often, “the same words refer to eddht meanings’(Giorgi 1988,
p.167. Therefore, this section will focus on the diffity and the confusion
surrounding how to establish reliability and valdin qualitative research inquiry
with a view to delineating the ecological validdf this study. The discussion begins
by highlighting the general debate on reliabilitpdavalidity within both the
gualitative and the quantitative research tradgidBuch a discussion is useful in a
number of ways. It will put into perspective theremt issues surrounding reliability
and validity within the general research discipligacondly, it will illuminate the
arguments for and against reliability and validity terms of their relevance to
quantitative and qualitative research paradigmsrdih it will provide the frame

through which to establish and understand bettewdtidity of the current study.
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Further discussion will then proceed with the rewief the reliability and validity
issues specific to the discipline of qualitativesgarch. Finally, this section will
culminate in a more specific commentary highligbtithe different ways through
which validity can be established in qualitativeearch with a view to subsequently
elaborating the descriptive phenomenological petsge on validity. Perhaps, it is
useful to establish at this point that this studies the view that the concept of
validity remains relevant as a way of establismggr and safeguarding the integrity
of a scientific qualitative study. Such a viewcansistent withMorseet al., (2002,
who recognise the relevance of validity in qualNtresearch. They emphasize the
use of verification strategies that are specificatal inherent in each strategy of

inquiry within qualitative research as appropriatel relevant to establishing validity.

3.4.1 Validity and reliability in quantitative research

Social scientists are arguably confused with thecepts of ‘reliability’ and ‘validity’

in the wider research discipliné/inter (2000 identifies that the notions of accuracy
of findings and consistency, i.e. replicabilitymméasurements, which all together refer
to validity do seem to be attributed to reliabilitin general terms, validity on the one
hand is concerned with two common strands — whetieemeans of measurement are
accurate, and whether the means are actually megswhat they are intended to
measure. On the other hand, if such means of measut is consistent and produces
the same effect under the same conditions, théabildl is considered to have been
achieved. However, the definition of reliabilitpdhits confusion with validity poses
the greatest level of threat to establishing rigajuantitative research, as “the notions
of accuracy, more commonly attributed to validigppear to be associated with

reliability also” (Winter, 2000, p.B Winter makes the point that quantitative
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researchers more commonly attribute the degreemicability to reliability than to
validity. Whatever the arguments and differenceslassification however, it seems
the two concepts of accuracy and replicability edleepresent the significant aspects

of reliability and validity in quantitative reseérc

The concepts of reliability and validity are gerdlgraiewed primarily as ‘positivist
epistemology’, which are used to illustrate the ststency and objectivity of a
quantitative studyWinter, 2000; Collis & Hussey, 2003Quantitative study allows
the researcher to engage with the object of ingastin through hypotheses
generation and testing. Researchers often emplaoysysuch as, variables, sample,
and population to describe terms in quantitativemieologies. In quantitative
research, there is emphasis on causal relationshipsmation can be quantified and
summarised in form of numbers, mathematical pra&ease commonly employed in
data analysis, and results are expressed in statigerminologies. Reliability in
guantitative research is generally viewed as thiengxo which results are consistent
over time and are accurate representation of tia¢ population under study. Thus, as
Bodgan & Biklen (1998 notes, if the established results of a particatady can be

reproduced using a similar methodology, then thdysis considered as reliable.

Kirk & Miller (1986) refer to three types of reliability in quantitegiresearch — (i) the
degree to which a measurement repeatedly remagnsaime, (ii) the stability of the
measurement overtime, and (iii)) the similarity ofasurement within a given time
period. Thus, results should be similar on a stabéasure, and a high degree of
stability indicates a high degree of reliabilityhih implies that the results can be

replicated or reproduced. Similarflammersley (1987, p.pdotes that “an account
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is valid or true if it represents accurately thésatures of the phenomena that it is
intended to describe, explain or theorise”. Simpiglidity in quantitative research
refers to whether the instrument of measurement the bull's eye’ of the

phenomenon under investigation.

However, such univocal characterisation of religbiland validity concepts in
guantitative terms has often provoked the ire dlitative thinkers, such as;uba
(1981), Lincoln & Guba (1985andMaxwell (1993. They contend that such notions
of validity and reliability as contrived, only sena quantitative logical-empirical
agenda. Yet, the concepts of reliability and vglidepresent two overarching areas
in which the discipline of research has imposednuggalitative research inquiry the

criteria for establishing rigor and credibility.

3.4.2 Validity and reliability in qualitative research

Miles & Huberman (1994 observe that qualitative researchers were ihjtial
concerned with how to convince deductionist-pomstss/ that naturalistic qualitative
research method is not biased or imprecise in thedinitions and conclusions. Recent
events, however, have seen increasing number obnesd of qualitative writere(g.
Guba, 1981; Lincoln & Guba, 1985demanding the reconceptualisation of the
quantitative vocabulary e.g. content validity, domst validity, being used to define
and assess the question of reliability and validityqualitative research discipline.
Qualitative scholars, as mentioned above, rejecatvihey label the ‘positivistic
epistemological agenda’ regarding the issue o&bdlty and validity in the research

tradition. These scholarse.f. Guba, 1991 adopt their own nomenclature in

9 Logical-empirical in the sense used applies to the deductive discovery of empirical theories based on
(abstraction) a cognitive process of mathematical and/or statistical measurements.
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addressing the issue of reliability and validityitf\the result that a confusing array of
terms, such as, ‘trustworthiness’, ‘authenticity’goodness’, ‘verisimilitude’,
‘believability’, ‘adequacy’, ‘plausibility’, ‘valication’ and ‘credibility’ now features
prominently in qualitative research circles (Se&,dxampleGuba, 1981; Lincoln &

Guba, 1985; Kvale, 1989; Wolcott, 1990; Maxwell929Denzin & Lincoln 200k

Despite attempts atelabelling the concepts employed in evaluating tlgorous
nature of its scientific research, the qualitatresearch discipline has continued to
come under attack regarding its method of estahlisthe reliability and the validity
of its enterprise. Quantitative researchers, aaegrth Denzin & Lincoln (2005, p.§
are sometimes highly critical and often tend tavdss qualitative research study as
the work of “journalists or soft scientists...who terfiction, not science, and ... have
no way of verifying their truth statements.” Otheliability and validity issues
confronting qualitative research, Bsyman (1983 observes, include access, problem
of ensuring tight interpretation, as well as thelabem of data analysis, &diles &

Huberman (199/corroborate.

Although recently, (se®liles & Huberman, 199/ qualitative data have come to be
perceived as symbolic in enhancing the processtabéshing validity and reliability
in qualitative research, they are nonetheless \devas needing meaningful
interpretation and respong@atton, 198)) The lack of systematic data analytical
procedure and tighter interpretation mechanism®fisn viewed as contributory
factors to the difficulty in understanding the sdigc nature of qualitative research,

especially, with regard to the reliability and ity of its findings.

129



However, Miles & Huberman (1994 offer some positive thoughts regarding the
reliability of qualitative (data) research. Theyteofor instance, that data from
gualitative inquiry focuses on naturally occurrimgdinary events in natural settings,
which implies that qualitative researchers havérenger grip on what ‘real life’ is
like than their quantitative counterparts. Thusalgative data is generally believed to
have local ‘groundedness’ in the sense that dataliscted in close proximity to the
specific situation i.e. site or setting in whictetphenomenon under investigation is
occurring, rather than through the mail or over phene.Miles & Huberman (1994
further argue that the possibility for understagdiatent, underlying, or non-obvious
issues is much stronger in qualitative researcti,thns, should constitute a strand of
reliability criterion in qualitative research. Inpt in the above assertion is the
assumption that the influences of the local constséngthens the quality of data in
qualitative research, since, &sles & Huberman (1994claim, such local influences
have not been stripped away, and therefore, shbaldconsidered as a way of

evaluating scientific rigor in qualitative research

Whilst such an assumption may be considered asyaoWavaluating the extent to
which one can have confidence in a researcher'getence to conduct a qualitative
research following established norms, it remaindbéoseen how local influences
determine the reliability and the validity of oneajsalitative research investigation.
Moreover, the methodological procedures involvedualitative research, dsnzin

& Lincoln (2009 recognise, have evolved recently to embrace datection through
non-traditional sources including telephones, esnaild audio visuals. This means
that there is a possibility that qualitative resbars may have begun embracing other

data collection methods divorced from local infloes in which the phenomenon
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under investigation is occurring. However, the siiom of reliability and validity in
gualitative research continues to generate tensants dissonant views amongst
qualitative writers. Bemoaning the dissonance iawgoints amongst qualitative

writers,Miles & Huberman (1994comment:

The battles in this domain have been extensive, the¢ continue. Many
interpretivist researchers take the position thatd is “no fact of the matter”
(e.g., Schwandt, 1990) and suggest by extensidnttignot really possible to
specify a criteria for good qualitative work — atitht the effort to do so is
somehow expert-centred and exclusionaili¢s & Huberman, 1994, p. 2).7

The above notion summarises why it may not be mingyrto note that the works of
qualitative scholars, a®enzin & Lincoln (200% remark, can be debunked as
unscientific or only subjective. This alerts uswhy several qualitative writers (e.g.
Guba, 1981; Guba & Lincoln, 1985; 1994; CreswelM&ler, 2000) resort to various
terminologies in an attempt to divert attention daonddifferentiate the process of
establishing validity of a qualitative researchdgtu The major contention stems from
a belief that the notion of validity does not cating same connotations in qualitative
inquiry as in quantitative study. Qualitative wrg (e.g.Guba & Lincoln, 1985;
1994; Creswell & Miller, 2000; Denzin & Lincoln, B6) maintain, for instance, that
validity in qualitative research involves determimiwhether the processes that led to
the findings from such study are credible and ateufrom the point of view of the

researcher, the participants, or the readers afttiay.
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Winter (2000, p.B observes that reliability and validity in qualitee research *“is
either useful or possible in situations concernimghly complex and transient
circumstances: namely those that involve the littesights and behaviour of actors.”
The above view has consequently generated a differentroversy in which the
notions of reliability and validity as defined imantitative terms are perceived to be
‘inadequate’ in the context of qualitative inqu{§ee,Guba, 1981; Guba & Lincoln,
1985; 1994 Therefore, in attempting to backstage the réitglkand validity debate
with the parallel taxonomy of ‘trustworthiness’, mh contains four aspects of
credibility, transferability, dependability and d¢owmability, Guba (198} particularly
hopes that the discipline of qualitative researdhbegin to be appreciated based on
its own merit rather than from the lenses of quatitie ideologuesGuba (198)
identifies that within the taxonomy of ‘trustwonti@ss’ is an array of strategies for
establishing validity in qualitative study, such, asember checks, audit trail,
categorizing, participants’ confirmation, peer defwing, negative case analysis,
structural corroboration and referential materidé@uacy. Discussing this array of

terms will unduly increase the scope of this sectamd therefore, will not be pursued.

Of relevance however, is the need to highlight tiet concepts of reliability and

validity cannot be universal or discreetly idemtifie with any research discipline.
Hence, in particulatVinter (2000, p.Bcontends that “the concept of ‘validity’ defies
extrapolation from, or categorisation within, aegearch project.” In sum, qualitative
researchers in an attempt to ignore in quantitatereninologies, the concepts of
reliability and validity as yardsticks for the ewation of the scientific nature of

qualitative research, have tended to espouse whgtconsider to be more appropriate

terms. In this sense, the taxonomy of ‘trustworbBsi is widely perceived as
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encompassing appropriate terminologies for catsouyivalidity and reliability in
gualitative research circles. Hence, the arrayeoms, such as, ‘researchers lens’,
‘paradigm assumptions’, ‘triangulation’, ‘discomfing evidence’, ‘researcher
reflexivity’, ‘expert judges’, ‘member checking’pfolonged engagement in the field’,
‘collaboration’, ‘the audit trail’ ‘thick rich destgtions’, and ‘peer debriefing’
constitute the yardsticks for evaluating rigourgunalitative research inquiry, as seen

in the works ofCreswell & Miller (2000).

Whilst some aspects of the above terms remain wideldamental and appropriate to
discussions of validity in the wider qualitativesearch discipline, they are in fact,
“less likely to be valued or recognized as indioésigor” (Morseet al., 2002, p. 3
For instanceGuba (1981, p.90notes that the criteria set out in their taxonoofy
‘trustworthiness’ were “primitive”, and thereforeams they should not be considered
as a set of guidelines in qualitative research dstablishing validity. Yet, many
qualitative studies, notablyGreswell & Miller (2000 ignore such a warning and
continue to advocate primarily the taxonomy of Stworthiness’ as the
appropriateness validity criteria in qualitativeearch. All of the criteria they propose
can substitute for neither validity nor reliability all scientific qualitative inquiry. For
instance, although triangulation seems generalbgptable as a verification criterion
in the wider research discipline, it cannot onoin substitute or replace the need to

demonstrate the validity of a given (qualitativiejdy.

Two inherent flaws are obvious froBreswell & Miller (2000) and therefore, warrant

some commentary. (1) They do not specify the natunck the depth of information

10Creswell & Miller (2000) in their study - Defermining 1 alidity in Qualitative Inquiry imply that the procedures
within the framework of ‘trustworthiness’ can also be utilised as a criteria for obtaining validity in a
qualitative research.
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research logs should contain in order to be vieagacceptable and adequate in the
verification process. (2) It is not clear as to tee students and faculty members as
they refer are the same as peer debriefers. Insteeyl conclude that the use of such
specific validity procedures must acknowledge #ms|being employed in line with
the paradigm assumptions of the researcher. Suafiusions lack clarity. If anything,
Creswell & Miller (2000 appear to imply that the criterion for estabinghivalidity
rests with the researcher's methodological paradigather than any external
procedures. This lack of clarity underscores theega pitfalls in providing clearly
definable and consistent procedures for establishgliability and validity in

gualitative research.

Commenting specifically on the general pitfalls understanding the question of
rigour in analysing qualitative research dak&)es & Huberman (1994, p.2)7
observe, “some accounts are better than otherkilsvbaunderet al., (2007, p.478
rightly affirm that “there is no standardised ammb to the analysis of qualitative
data.” The above views imply that the controversyraunding the question of
establishing rigour, and ultimately, reliability darvalidity of qualitative research
findings has yet to go away. Despite the abovevsjet is fair to acknowledge that
possible conflicts indeed exist in the general vstdading of the notion of validity
and reliability within the general research discipl This suggests that the two might
be concepts entirely relative to the researchettlamghilosophical paradigm in which

his or her beliefs are situated.
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However, some notione(g. Saunderst al., 200%)* show level of accuracy and
consistency in providing a broad understandindhefissue of validity and reliability
in general research discipline, and particularlygualitative research (e.@ylorse et
al., 2002; Giorgi, 20002 Morseet al., (2009, for instance, argue that although the
strategies as contained in the taxonomy of ‘trugfwoess’ may be useful in
attempting to evaluate rigor, they do not in thelrese ensure rigor. They emphasize
the need to address the issue of reliability arlidlityain qualitative research through
specific verification techniques inherent in eapledfic strategy of inquiry. In their
view, “verification takes into account the varyipgilosophical perspectives inherent
in qualitative inquiry, thus, the strategies usellllve specific to, and inherent in, each
methodological approach. At the same time, theiteslngy remains consistent with

science” [Morseet al., 2002, p.14

Resonating with the above view is the complex hiséb climate (seeDenzin &
Lincoln, 2009 from which qualitative research emerged, whicly imaeed be crucial
to determining the common frame through which tash and better understand
the validity of a given qualitative study. As sutie specific criteria for establishing
validity must be embedded as constituent partei@ivalidation strategies adopted in
each specific paradigm or strategy of inquiry (eNarrative, Grounded Theory,
Phenomenology) within a given qualitative studye@fically, Morse et al., (20029

and Giorgi (20029 advocate that such validating strategies mustdesistent and

11 Saunders ¢z al, (2007) suggest on the one hand, that reliability is the extent to which data collection
techniques will produce consistent outcomes whilst validity is the extent to which research findings are
accurately what they profess to be about.

12 From the perspective of descriptive phenomenology, Giorgi (2002) argues that the concepts of reliability
and validity remain relevant, and cannot be ignored just as in any other scientific research discipline. His
view is of relevance despite the fact that it pertains more closely to phenomenological based qualitative
research inquiry.
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systematic, and designed to ensure that everyitosrst part of the analytical frame

allows for iterative behaviour.

The validating technique in the descriptive phenoohggical research method
articulated byGiorgi (19853 resonates with the above viewpoint, and lendsifits
suitably to my proposed validity criteria. Giorgidescriptive phenomenological
method is such that the foundational elements ladhiéity and validity are inherent
and embedded in its analytical steps. In other waifte analytical techniques, which
also constitute the validity criteria, allow foertitive behaviour and cross-movements
between the different analytical steps which ateriacked. This iterative behaviour
does not rely on external procedures, but places dipe researcher, ultimately, the
burden of demonstrating and establishing the réiliakand the validity of his/her

study from the point in which the analysis of da¢gins.

Given the above, it is pertinent at this point tophasise that validity in the current
study will be attained by employing strictly thensa analytical procedures for
conducting descriptive phenomenological researcistigsilated byGiorgi (19853.
The analytical proceduress exemplified under section 5iaclude (1) reading the
entire scripts to get a sense of whole, (2) edhinly meaning units, (3)
transformation of meaning units, (4) determinatbmhe structure of the phenomenon
under investigation, (5) synthesis of transformeshmng units and (6) development
of a general description from the transformed datese analytical steps are robust
and powerful, and as several studies (Egkinghorne, 1989; Giorgi, 2002; Ehrich,
2003 attest, have formed the basis upon which religbdnd validity have been

established in a number of empirical qualitativeesach studies. It follows from this
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standpoint therefore, that this study will not eayphny of the terms that comprises of
the taxonomy of trustworthiness, i.e. external pohees such as triangulation,
member checks, expert judges, audit trail or retedogs in order to anchor its
validity. Whilst the above position may be warrahten a descriptive
phenomenological based qualitative study, as wdidd clarified further in this
chapter, it also seems to offer a way out of thefiesion relating to the question of
establishing rigour i.e. reliability and validityitwin the discipline of qualitative
research. Not least, there can be far reachin§idatjpns in advocating primarily, for
example, the taxonomy of ‘trustworthiness’ as tlenmon criteria for establishing
the rigour of a qualitative research study, givére tdifferent methodological

constraints inherent in its discipline.

For instance, researchers using member checkindgaareore likely to draw the
validity line based on participants’ confirmationdisconfirmation of their analyses.
When in fact the analyses being presented to sadicipants for validation except
perhaps, in case study and some narrative inquimgy have already been
decontexualized, synthesized, and abstracted flamotiginal viewpoints of such
participants. Therefore, it may be difficult forcduparticipants to accurately recognise
themselves or recollect their own individual fa¢taacounts or experiences in the
presented analyse$lorse et al., (2009 clarify this point by arguing there is a
tendency amongst qualitative researchers to irgetpe participants’ judgements i.e.
confirmation or disconfirmation of the analysis\adid results, when in fact, such

judgements might obscure or threaten validity.
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On the one hand, although member checking seerbg tn attractive verification
criterion in a qualitative research stu@yba & Lincoln (198)warn strongly against
defining verification in terms of whether or nochumembers judge the analysis to be
correct or wrong, as their judgements might inghacess actually hamper the ability
to discern rigor. On the other hand, whilst an audail may be useful in
demonstrating the proof of the decisions made titout the research process, they
do very little to identify or enhance the qualitfytbose decisions, their justifications
or the responsiveness or sensitivity of the qualgaresearcher to the datdlorseet

al., (2002 particularly caution that an audit trail can heit guide the research
process nor ensure an excellent outcome, excefitdarse of documenting the course
of the development of the completed analysis. Thugroviding a useful contrast
between verification and the issue of validity inafitative research inquiry, they
conclude that verification refers to the mechanissed during the research process to
ensure reliability and validity, and in turn, ersuhat rigor has been subsequently

attained.

Accordingly, verification simply means “the procegschecking, confirming, making
sure, and being certain”, which helps the inquicetidentify when to continue, stop
or modify the research process in order to achiesability’ and ‘validity’ and
ensure rigor(Morseet al.,2002, p.9-10). Within these mechanisms are verification

strategie¥’ that ensure both reliability and validity, such &) ‘methodological

13 Methodological coherence ensures there is congruence between the research question and the
components of the method applied. Sampling adequacy or purposive sampling entails ensuring that data is
gathered from participants who best represent or have adequate knowledge or experience of the research
topic. Collecting and analysing data simultaneously helps in developing dynamic relationship between
sampling, data collection and data analysis, which ‘forms a mutual interaction between what is known and
what needs to be known’. Thinking theoretically entails that ideas emerging from data are reconfirmed in
new data, which gives rise to new ideas, which in turn, must be verified in data already generated. The
theory development moves with deliberation between a micro perspective of the data and a macro
conceptual/theoretical understanding. Thus, this can be developed: (1) as an outcome of the reseatch
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coherence’, (2) ‘sampling sufficiency/adequacy’) ({@llecting and analysing data
simultaneously’, (4) ‘thinking theoretically’, ar(8) ‘theory development’. Arguably,
asGiorgi (2009 concurs, if the above verification strategies fatlowed strictly and

appropriately, the researcher is far more likelybto compelled to correct both the
direction of the analysis and the development &f $hudy as it should be, thus,

ensuring that reliability and validity have bothebeattained in the study.

Although a distinction is being drawn between tlegification strategies involved in
establishing the validity of a qualitative studydaactually ensuring such validity, it
may in fact be more accurate to think in termsrafuging tightness and congruence in
such validation process. Central to this is thesjpilgty that the verification strategies
can be self-correcting. Since, lderseet al., (20029 affirm, the verification strategies
are embedded in every step of the research inghieyresearcher can quickly identify
and correct errors before such errors are builtoirthe developing model or the
emerging structure of the phenomenon under investig, but more importantly,
before such errors can subvert the analysis. Titiqreces the iterative behaviour of
the qualitative researcher, as he or she is ablenture congruence amongst for
example, question formulation, literature critiqguearticipants’ recruitment, data

collection protocol, and analysis by monitoringigasprotocol and implementation.

Therefore, rather than lay claim to some extermaification mechanisms, such as,
expert judges or the use of participants as caarebers/external judges or validators,
as a description of how validity was attained, thsponsibility should rest on the

researcher to demonstrate clearly consistent valglanechanisms inherent within

process rather than being adopted as a framework to move the analysis along, and (2) as a template for
comparison and further development of theory if considered appropriate to the study’s focus.
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each frame of qualitative inquiry. In other words,Morse et al., (2002 argue, the
mechanism for establishing and ensuring the validfta qualitative study must be
inherent in the analytical procedures within eagectic strategy of qualitative
research inquiry. Perhaps, from the perspectivihisfstudy, a proper understanding
of establishing validity in descriptive phenomemgdal inquiry warrants further
consideration in order to buttress my objectionthe use of external validating

mechanisms, such as, expert judges or audit trails.

3.5 Towards the validity of descriptive phenomeriogical research method

Generally, qualitative studies often claim to usareénthan one expert judge to review
their analyses and then keep what such expert gutigee purportedly validated.
Giorgi (1989 contends that such validation technique can hablpmatic along
several fronts from a descriptive phenomenologisakpective. His argument on the
use of expert judges is pertinent to my positiarg ¢gherefore, will be employed to
illustrate my objection to the use of external dating techniques, such as, expert
judges.Giorgi (1989 argues that the use of expert judges is borrdveed the logical
empirical theoretical perspectives to serve a phmmmlogical viewpoint. By
implication, this means that the researcher invitgadge(s) to check on his or her
empirical achievements with the effect that sudemal validations often result in an
empirical judgement rather than a phenomenologinal That is, the judge ascertains
whether all of the themes listed under the categamtyally fit the category, or the
judge might check whether the meaning units wemeectdy transformed in actual

practice and so on.
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My contention stems from the fact that checking amp actual transformations or
factual achievements in phenomenological inquirnashing short of an empirical
check. Since, aSiorgi’'s (1989, p.7Y concurs, the “judge affirms, factually, what the
phenomenologist, in this case the researcher, tidsdsand organised.” In other
words, to claim validity in such a way is to deeidrom the phenomenological
framework which emphasizes achieving essential mgamwith empirical or
imaginative variations, as | indicated saction 3.2.3 Thus, the use of expert judges
in such a way is redundant from a descriptive ph@twlogical perspective, since, as
Giorgi (1989, p.7Y further makes clear, “the factual achievemenigita be viewed

as mere examples of possible range of alternatives.

However, there can be a different scenario in wiexpert judges could be argued to
be trained phenomenologists. As such, a claim nbghmade that what such judges
do is check the researcher’'s results in a genuipbnomenological way. This
exercise, according t&iorgi (1989) is again not useful, and not a validity check.
Since arguably, for example, if a judge does firdotly what the researcher finds it
becomes a confirmation not a validation, or argdégrently, another validation of
what the original researcher has already validalbd is because the expert judge is
most likely to follow the same validation proceseesechniques employed originally
by the researcher, and in that sense, might ortrmighbe helpful. However, there is
no guarantee that another judge will not differnirdoth the first judge and the
researcher. In which case, the profound reasonnédrusing expert judges in a

descriptive phenomenological study is buttressad:th
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because of the meaning of evidence within phenofoggavhich involves the
use of free imaginative variation which ought adlgaclude the perspective of
an empirical other....if the judges find somethingestthan what theofiginal]
researcher found, then it is not merely a matteftioé researchgrleaving
something out, but of the judge then turning infarianary researcher himself or
herself because he or she has to account for 10Qke alata in terms of his or
her evidentiary intuition and that can transforma theaning of the data. That is,
the judge must present evidence to the originaareher that will convince him
or her that a wholly new way of understanding lafl data has come about. The
difference is that one is dealing with structurestaialities and not discrete
elements of data. It is not a matter of partialtyrecting but of assuming total
responsibility of the understanding of the dataug/han invitation to a critical
other is an invitation from the other to form hish@r own unity. In other words,
the judge cannot be merely a judge of data, butt tnesome a researcher or
total critic in his or her own right. In this sendeen, every reader of research
report with an appropriate background is a crifibere certainly is dialogue
with the scholarly community, and criticisms frohetcommunity are welcome.
The only point ...is that one does not neeaxpgrt judge as a halfway critic
(Giorgi, 1989, p.7italics ming.

Clearly, and consistent with the above, since phertmlogy is based upon intuition
of meanings and imaginative variation, space mesigiven for the researcher to
perform the phenomenological operations - i.e. kwtog, phenomenological
reduction and free imaginative variation, and thisr@o way of knowing ahead of
time what intuitions will emerge. Moreover, theie no way another person, e.g.
expert judge, can enter into the intuition procesanother as such. Hence, from a
descriptive phenomenological perspective, som&@fprevalent external verification
or validation strategies that are borrowed fromidaly empiricism to validate
qualitative research may not be useful in the sémsghich they are borrowed, as
evident in my objection to the idea of validatiop éxpert judges. Involving expert
judges in some form or another can be misguidedther words, and specific to the

problem qualitative researchers face:
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Regardless of the standard or criteria used touatalthe goal of rigor, my
[qualitative researchetsproblem remains the same: they are applied afier

research is completed, and therefore are usedige jof quality. Standards and
criteria applied at the end of the study cannoedlirthe research as it is
conducted, and thus cannot be used proactivelyaoage threats to reliability
and validity” (Morseet al, 2002, p. 16talics ming.

Thus, from the foregoing, it can be argued thatghestion of reliability and validity
in qualitative research inquiry could be betterrapphed from the perspective of the
specific strategy of inquiry, i.e. methodologicahrhe within which one operates,
rather than employing external procedures, as ghimibe difficult to draw precisely
from competing methodological frames inherent i ttiscipline of qualitative

research.

Echoing the above viewGiorgi (2003 suggests that the issue of validity is best
contextualised within the discipline to which oneldngs as well as the subfield of
specialization that one pursues. Indeed, from gase phenomenological research
perspective, such viewpoint is appropriate to ustdeding the basis upon which |
intend to situate the ecological validity of thiady as opposed to employing the array
of qualitative terms and/or quantitative criteriaeog. test construction, such as, the
taxonomy of ‘trustworthiness’, ‘internal validity’‘'external validity’, ‘content
validity’, ‘construct validity’ and ‘criterion vadity’.** Thus, the validity procedure
that informs the general attitude of this studyl W& consistent with the analytical
frame guiding validity from descriptive phenomergpt@al perspective, as evident in
the analytical procedures of descriptive phenonamohs devised béiorgi (1985a;

2002).

14 Discussing the validity constructs common in quantitative research inquiry captured above does not fall
within the scope of this chapter; hence, further discussion of such is unwarranted. More so, any such
discussion will unduly increase the volume of this section.
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3.6 Understanding this study’s ecological validjt

Ecological validity refers to the extent to whiatiesntific findings can be generalised
from one group to anothéBaundergt al.,2007. This relates to whether or not social
scientific findings are applicable to people’s gday natural social settings. From a
descriptive phenomenological perspecti@orgi (1985a; 1985bhas attempted to
tackle the issue of validity more directly by susgiiygg that in order for an activity to
be considered scientific it must be able to beadépced by as many researchers as
possible within the academic community, the findimgust be intersubjectively valid,
and there must be a definable method. Althouglb#ses of the above claims remains
open to challenge, my position is nonetheless syimaia to such a standpoint, as can

be seen from much of my preceding discussions.

However, merely acknowledging the above view cansoffice the need to
demonstrate the context in which the validity oftktudy’s findings can be better
understood. Two schools of thouljht Utrecht School (interpretative-hermeneutic)
and Duquesne School (descriptive) fundamentallpshmaodern phenomenology as a
gualitative research method. Therefore, understgndhe validity of this study
minimally warrants first an understanding of thelgdophy that underpins these two

schools of thought.

3.6.1 Utrecht School
van Manen (1990 a key figure in phenomenological qualitative e@sh was

persuaded by the doctrine of the Utrecht Schookgtablish a phenomenological

15There are differences between descriptive and interpretative-hermeneutic phenomenological research,
which remain more obvious than any suggested similarities. This is because the two phenomenological
procedures derive from different philosophical foundations with different emphasis, and as such, receive
different meanings. For more on the similarities and differences between interpretative and descriptive
phenomenological research, see Giorgi (1992; 2000) and Mohanty (1987; 1989).
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research approach known as hermeneutic-phenomenolélis hermeneutic-
phenomenology in many respects has struggled toy das interpretive
phenomenological research origins by integratifgeotvariants of phenomenology.
Particularly, van Manen introduced the need to derfrom others’ experiences in
order to help in the explication of the phenomenoder investigation. As a research
method, hermeneutic-phenomenology is a combinatbrthe interpretative and
descriptive phenomenology. It integrates the pbipbses of Edmund Husserl, Martin

Heidegger, and Hans-Georg Gadamer.

The above philosophers espouse a different phenalogoal ideological position,
which means that the hermeneutic-phenomenology piseaomenological research
method is confusing. This is because the ideolbglfBerences amongst the above-
mentioned three phenomenologists,Gasrgi (2009 cautions, are too obvious to be
ignored or overcome by a single method. Thasy, Manen (1990acknowledges in
his book - Researching Lived Experiericinat he had been influenced by the Dutch
movement from the Utrecht School and also the Gertnadition of the ‘*human
science pedagogy’ - from where he realises the itapoe of understanding the
meaning of human phenomenon and the living strastaf meaning.

van Manen comments concerning hermeneutic-phendoggno

Hermeneutic-phenomenology tries to be attentive bmth terms of its
methodology: it is descriptive (phenomenologicalethodology because it
wants to be attentive to how things appear, it want let things speak for
themselves; it is an interpretive (hermeneutic) rodblogy because it claims
that there are no such things as uninterpretedgmhena(van Manen, 1990, p.
180).
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From the above, it can be seen that hermeneuticgphenology as a
phenomenological research method neither followssdd’'s methodological thought
strictly nor does it follow strictly any of the @htwo phenomenologists — Heidegger
and Gadamer. This makes hermeneutic-phenomenologiradictory in different
fronts, as there is doubt on the possibility ofegrating the interpretive and
descriptive phenomenology as a phenomenologicatisal Major flaws in adopting
the hermeneutic-phenomenology are highlighte®iorgi (200§. He questions how
such a combined method could ‘let the things sgeakhemselves’ if there are no
‘uninterpreted phenomena’, asn Manen (1990claims. Such contradiction is no
more evident than in van Manen’s failure to artitel precisely a systematic and
consistent scientific approach (formula) to conthgcta phenomenological research

study.

Ehrich (2003, p.56observes, for example, that van Manen “does notige a step-

by-step formula for making sense of a phenomenockbddata’...nor does he (van
Manen) use terms such as ‘data collection’ or ‘datalysis’...Instead he identifies
ways of ‘investigating experience as | live it amaf making sense of the

investigations” using the following ideas:

« Use personal experience as a starting point - ifinght help to provide clues on
the nature of the phenomenon.

« Trace etymological sources — This might help toysuin touch with the origins of
the word and its original meaning.

e Search for idiomatic phrases — Such phrases caepeterpretive significance.
e Obtain experiential descriptions from others — Wwhimeant | could borrow

people’s experiences in order to arrive to a deepederstanding of a
phenomenon.
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« Protocol writing — a key way to finding out humaxperience is to ask informants
to write down their experiences.

e Interview — This is a way of gathering experientighterials that might help in
explicating concrete experiences.

« Observe — A way of (entering) being immersed ih ltfe-world of individuals is
to be a participant and an observer simultaneously.

« Use of experiential descriptions in the literaturéiterature, poetry, other story
forms, biographies, journals, diaries and logs sarve as important sources of
possible human experience.

« Consult the phenomenological literature — Matethak has already addressed the
topic can be important sources of data and insight.

However, it is fair to acknowledge that hermeneptienomenology as a
phenomenological research approach does providee sguidance in terms of
phenomenological reflection and writing. For exaephe approach recognises the
need for a thematic analysis — which involves aeteing the themes or experiential
structures of a phenomenon. This entails estahlisthie universality (quality/essence)
of a phenomenon that makes it what it is. For pinacedural understanding to occur,
van Manen (1990recommends free imaginative variation. BEso recognises the
importance of (uncovering) identifying the thematispect of a phenomenon and
isolating thematic statements via a three-way agugro— holistic, selective and

detailed approach.

Nonetheless, the hermeneutic-phenomenology as aoptenological research
method lacks consistency, and appears to be inppat® to achieving this study’s
aims. Note, for exampleyan Manen (1990 does not justify why he conflates
interpretive and descriptive phenomenological pmsst. Clearly, the absence of a
logical justification for such conflation seems igdry, and indeed, makes it

extremely difficult to understand the level at whithe hermeneutic-phenomenology
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can/should operate. It is important to draw attentio the fact that this study
recognises the need for researchers to provideereahd other researchers with a
systematic and consistent (interpretive or deseaptresearch procedure that would
be wuseful in reproducing different phenomenologiddeological positions.
Maintaining consistency in phenomenological redeanethod seems more likely to
yield credibility in scientific research circlesath arbitrary procedure(s). Consistency
of phenomenological methods will particularly ersal#aders and other researchers to

reproduce different ideological phenomenologicaifions without contradictions.

3.6.2 Duquesne School
Van Kaam (1969), Giorgi (1975a; 1975b; 1985a; 19&bid Colaizzi (1979 are the

pioneers of the Duquesne School of thought. Thepgeise the need to maintain
consistency in phenomenological research approgdirdd separating psychological
phenomenology from philosophical phenomenologyhi same way that psychology
differentiated itself from philosophy as a natusaience. In their view, a&iorgi
(19859 emphasises, only through such separation carfigitdeand clearly defined
phenomenological research method be evolved. Fuenlath, the pioneers of the
Duquesne school were keen on differentiating phemmiogy as a research method
from phenomenology as a philosophy. For instat@eygi (19853 in the editor’s
preface to Phenomenological and Psychological Researemarks, concerning the

lack of rigor and precision in phenomenology assearch method:

| began to concern myself with this state of affaeven as a graduate student
and gradually came to a conclusion that psychdiegmould have to find
another way of being rigorous and precise whenimgakith more complex
human phenomena...] was in this open-ended state e#rcls and
expectancy...when | became aware of phenomenologier Aquestioning,
probing, reading, and testing | began to sense ya aua of the difficulties.
Perhaps in phenomenological thought, and its entisdevariations, one could
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find the foundational framework that would enabsyghologists to study in a
genuinely scientific wayGiorgi, 1985a, p. Vi).

Against such a backdrop, the pioneers of the Dugu&chool began by modifying
phenomenology to make it more relevant as a s@iemisearch method appropriate
to different disciplines of research. One major rgimeenological modification was
that the original (i.e. ordinary descriptions ofetlparticipants) data used in
phenomenological study has to be obtained fromroimeéividuals who have the

knowledge or who may have experienced the phenomender investigation.

In a pragmatic sense, &sorgi (19853 argues, the climate of self-understanding in
science was such that a description of an expexiena phenomenon and the analysis
of it by the same person (in this sense, the rebear was simply unacceptable
because of the error of ‘subjective bias’. The esnovas that suclséljdescription
may unconsciously or directly be serving the puepaithe researcher, and thus he or
she proves his or her biases. Such subjectivitgresater compared to obtaining
descriptions of a phenomenon from naive others gadicipants) who know nothing

of the prejudices of the researcher.

However, the phenomenology literature is unclear taswho originated the
phenomenological research method in the DuguesheofdOn the one hand, some
writers €.9. Eckartsberg, 199BareditVan Kaam (196Pwith originating a research
method for phenomenology in his doctoral investaratof “Really Feeling
Understood”, which sequels his first publication“Existential Foundations of
Psychology On the other hand, some qualitative schofarg. Polkinghorne, 1949

creditGiorgi (19853 with untangling the complexity of applying phenemology into
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concrete scientific methodology in a way that asiglyand procedures do not have to
rely upon the natural sciences. Without presengithghe competing arguments, this
study however, recognises that of all the phenomogieal writers, Giorgi's works
(See, for exampleGiorgi, 1985a, 1988; 1989b; 1992; 1997; 2000a; BOGADO5;
2009 appear to elaborate-cum-substantiate consist@hiiynomenology as a robust

scientific method in qualitative research circles.

Polkinghorne (198pidentifies that whilst Van Kaam discontinued teselopment of
phenomenological research methods, another groaphailars pioneered by Giorgi in
1975 continued to work with some scholars at Dugees order to establish a
phenomenological research method independent of R&am. It is worthy of note
that the phenomenological research procedure edtlin Giorgi (1975a & 1975p
was an outgrowth of his work with such scholars hisdown re-examination of the
literature on phenomenology undertaken in 1969nduhis stay in Europe. Giorgi's
(e.g. Giorgi, 2005; 200p continuing work on articulating the research Bagn
phenomenology is representative of the further routth of his early work with the

Duquesne School.

Although differing characteristics have since emdrgrom the phenomenological
research method initially developed by the pioneérthe Duquesne School, there is
however, a far greater consensus established amithegs in the early days of their
foundational work than with the Utrecht School kewen inTable 3.1 page 157For

instance, unlike the Utrecht School, all three mmeanologists (i.e. van Kaam,
Giorgi, & Colaizzi) of the Duquesne School accepsaries of analytical steps in

which descriptive phenomenological research cagdreerally conducted in a valid
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and reliable manner. These include: (1) the cailg{naive) descriptions are divided
into units, (2) the units are transformed by theestigator into meanings that are
expressed in the discipline’s language (field afidg) and with respect to the
phenomenon under investigation, and (3) thesefvanations are then combined to
create a general description of the phenomenonrundgestigation. The contributions
of van Kaam and Colaizzi are presented below féwobstic understanding of the

Duquesne School of thought.

First, Polkinghorne’s (1989, p.4&ummary of the foundational (general) framework
for phenomenological investigation as pioneered thg Duquesne School is

highlighted:

1. Gather a number of naive (actual) descriptions fpemple who are having or
have had the experience of the phenomenon undestigation.

2. Engage in a process of analysing these descripgonthat the researcher
comes to a grasp of the constituents or common eziesnthat make the
phenomenon what it is.

3. Produce a research report that gives an accurdéey, cand articulate
description of the phenomenon. After which the exaof the report should
come away with the feeling of having clearly untlees the meaning or
nature of the phenomenon under investigation.

3.6.3 Van Kaam (1969)

In his study of “Really Feeling Understood”, vanafa proposes six analytical steps
for conducting descriptive phenomenological study;The classification of data into

categories, (2) The reduction and linguistic transfation of the selections into more

precisely descriptive terms, (3) The eliminatiorttadse reduced statements developed

151



in Step 2 that are probably not inherent in theegigmce under investigation, (4) The
first hypothetical identification, (5) Applicatiorof the hypotheses to random

protocols, and (6) Valid identification. Each oé#ie steps is explained further below.

The classification of data into categories

In this step, the inquirer is expected to makestinly and preliminary random samples
of the descriptive expressions given by informdrdam the pool of protocols. The list
must contain different statements made by the mnémits, which must be agreed upon
and validated through several expert judges. Tdtecbnsists of the concrete, vague,
intricate and overlapping expressions as they appe#he research protocols. In
addition to creating a list of the various statetaga percentage of the protocol in
which each item on the list has appeared is therkedoout before the next step
begins. For explanation, one example frolan Kaam’s (1969, p.32%riginal data
(interview) protocol which reads, “I feel a hundigaunds less heavy” and “a load off
my chest” will be employed to illustrate his propbson conducting a

phenomenological study.

The reduction and linguistic transformation of theelected list into more precise
descriptions

According to Van Kaam, The transformation of thaw(rdata) original linguistic
expressions given by the informants into descnigtim the words of the inquirer is a
crucial procedure in the analysis of qualitativeempbmenological data. The
transformation is not achieved through technicamgiiative procedures, such as the
transformation of raw scores into standard dewiaod mean scores. Rather, the
linguistic transformation relies on the inquirecapacity to understand the meaning of

statements as given by informants. The qualitatiggiirer can move from a given
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statement to its referent — the experience to wihicpoints, and redescribe that
experience from a different perspective to show hbe experience relates to the
phenomenon under investigation. Again, back toillbstrative example offered in

Step 1 above — the original protocol statementeél a hundred pounds less heavy”
and “a load off my chest” can be linguisticallyrisformed by identifying them as

instances of “a feeling of reliefVan Kaam 1969, p. 325)

The idea here is to reduce the lists given in tihgiral language transcriptions of the
informant to a list in the linguistic expressiontbé inquirer describing elements that
might constitute parts of the experience of thefo(mant) original language
transcriptions. In order to increase the interscttbje validity of the transformations,
Van Kaam again recommends the agreement of juthgedhte ‘reduced expressions’
are accurate reflections of the original (exprassidanguage transcriptions. Next is
calculating the percentage of protocols contairtingse reduced expressions. For
example, one could say that “I feel a hundred peuaeds heavy” and “a load off my

chest” occurred in 50% of the protocols.

The elimination of reduced elements developed ireBL2 that are probably not
inherent in the phenomenon under investigation

Elements that merely expressed aspects of the rferpe) phenomenon that relate to
a specific situation and elements that are blenfliegseem the same) in several parts

are removed from the reduced list.
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The first hypothetical identification
After completing the first three steps — classtima reduction, and element
elimination, the resulting list becomes the firsgpbthetical identification and

description of the experience.

Application of the hypotheses to random protocols

The hypothetical description of Step 4 above isliagpto randomly selected

(interview) protocols. The description is testedd&iermine if it contains more than
the necessary and sufficient constituents of thenpimenon under investigation. It
may also be that some of the protocols contain etesninherent in the phenomenon
that have been overlooked in the hypothetical datson because of oversight. In

such situations, the hypothetical description isntlrevised, by compressing or
expanding its elements. This process may have toalréed out repeatedly with the

inherent elements in the structure in a new ransample.

Valid identification

After the successful completion of the previoupstehe hypothetical description can
then be considered a valid identification and dpsion of the phenomenon under
investigation. Van Kaam (1969, p.32)7however, cautions that the hypothetical
descriptions are “evidently valid only for the pdgition represented in the samples.”
The hypothetical descriptions are valid to the eitdat new cases relating to the
phenomenon can be proven not to correspond to #deessary and sufficient

constituents contained in the prescribed formula.
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3.6.4 Colaizzi (1978)
Colaizzi proposes several similar steps relevantatimating phenomenological study:

These include: (1) Reading the general protocokdter to acquire a feeling for them.
(2) The extraction of the phrases or sentencescthatect to the phenomenon under
investigation. (3) The transformation (reductiom)ttee phrases as they appear in the
protocol into the researcher’'s language. (4) Clustdividual themes into more
general themes. This step requires moving backf@miol between the meaning units
and the evolving hypothetical lists until the indwal themes are accurately reflected
in the clusters. (5) The researcher then returngach subject to reconfirm the

findings to ascertain their relevance to the engieocol.

Polkinghorne (198p identifies that Colaizzi’s validation process begins with the
researcher reading the entire subject protocokderoto ‘acquire a feeling of them’
with a view to extracting significant themes to to@nsformed into the researcher’s
own language. This is similar to van Kaam'’s (pheanaotogical) reduction process in
which the statements as they appear in the prat@sel transformed into the linguistic
expression of the researcher. The significant tlsemmeist accurately reflect the
essential point of each subject protocol statemEné next step is to ‘cluster’ the
individual themes to produce a further reductido igeneral themes that are common
to all the subject (or participants’) protocols. herl clustering process has some
similarity with van Kaam’s application of the hypeses to randomly selected

protocol.

In this sense, Colaizzi's method allows the redeardo move ‘back and forth’
between the significant themes and the (successiviged hypothetical expressions

until (saturation) the themes accurately refleetdlusters. The result of this ‘back and
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forth’ process is then regarded as the findingthefstudy i.e. the essential structural
definition of the phenomenon under investigatiorowdver, there are noticeable
differences between the validation method as pmgbdryvan Kaam (196Pand the
method proposed byolaizzi (1978. For instance, the final step in Colaizzi’s nogth
that is not included in van Kaam’s validation pregeas such that the researcher is
required to return to each subject protocol to eekhor reconfirm how his/her
transformed descriptive results compare with thérmant's account of the
phenomenon. This final check allows the researtheerify/reconfirm whether any
aspects of the account relating to the phenomeaor been omitted. Any relevant

new data that results from this process is therk@bmto a revised, final description.

In addition, Colaizzi did not recommend the useegpert judges in his validation

process and did not calculate the percentagesatdnsénts across protocols as van
Kaam recommendsiable 3.2in page 15%ffers some comparative perspectives on
the two major strands of phenomenology as a quabtaesearch method represented

in van Manen (Utrecht School) and Amadeo GiorgidDesne School).
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Table 3.1

Summary of characteristics of three phenomenologi¢aesearch methods of the

Duquesne School

Colaizzi van Kaam Giorgi
Read the subject protocol |rPreliminary grouping of The investigator reads the
order to a feeling of them research  protocol, whichentire subject protocol to get
must be approved by experé sense of the whole
judges. Final  groupings

presents percentages of the
categories in that sample

pSe

Return to each protocol ar

extract significant statemen

drhe investigator uses th
sreduction as a process
elimination of vague an
overlapping expressions

t

precise description
Intersubjective approval ¢
agreement of expert judgg
must again be sought.

eAfter getting a sense of the
ofvhole, the investigator then
ldivides the protocol into
bimeaning units by

the original protocol to adiscriminating the different

.units that express key terms,
raspects and behaviours that
pparticipants express in their
descriptions

Flesh out the meaning

each significant statemer]

pfElimination of the element
tthat are not inherent in th

(

the
the

sThe next step is

gransformation of

known as formulating phenomenon undermeaning units into a more
meanings investigation, or  which precise structural expression
represent a blending of theusing the formal language (of
phenomenon  with  othgrthe investigator) within the
phenomenon that mosgfiled of study and with
frequently accompany it respect to the phenomenon
under investigation. This is
where free  imaginative
variation comes into play,
and bearing in mind the
situated context in which the
phenomenon occurs.
Organise the formulatedThe hypothetical descriptionThe final validating step is
meanings into their maipof the phenomenon undgthe general analysis
subject clusters (themes) investigation is drawn. (including post-structural
analysis) in  which the

investigator has to make a
general description of

the phenomenon by
integrating and synthesising
the transformed meaning
units from all the protocols in
the study in order to show
their commonalities.
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Refer these thematic clustgr§his hypothetical descriptio
back to the original protocolsis randomly applied tq
in order to validate them.selected cases of sample.

Discrepancies may occlimecessary, a revision of tf
among and/or between thdwypotheses can b
various clusters. Herpundertaken, and the emergg

investigators must not ignorehypotheses tested again or
data or themes that do not fithew random sample of caseg

=]

f
ne

ent

The results of the above stepéfter successfully
are then integrated into arcompleting the above step

exhaustive description of tjghe formerly hypothetical

phenomenon underidentification of the)

investigation. phenomenon undg
investigation may bé
considered a valig
identification and
description.

o

Transform the exhaustive
description of the
phenomenon into an
unequivocal statement of
identification

Final validation by returning
to each protocol to verify

findings.
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Table 3.2

A Comparative summary of the characteristics of theUtrecht School and the
Duquesne School of thought.

van Manen: (Utrecht School) Amadeo Giorgi: (Duquesne School)
Hermeneutic-Phenomenology Empirical Phenomenology

Influenced by “human science pedagogyJsed insights from phenomenological

and the Dutch movement biphilosophy to develop a human science
phenomenological research approach approach to (psychology) phenomenological
research

Key concepts include descriptionKey concepts include description,
interpretation, phenomenological reductiophenomenological reduction, free
essences and intentionality imaginative variation, search for essences,
and intentionality.

Attempts to provide insights into humamttempts to provide accurate descriptions of
experience aspects of human experience/phenomenon

Focus is on the phenomenon ungdé&ocus is on the phenomenon under
investigation investigation

Outcome is usually a piece of narrative|@utcome is usually a general structural
writing which interprets the meaning pharrative/statement which describes the
human experience or phenomenon aedsential structures of the phenomenon being
understanding the lived structures of meaningvestigated

SourceEhrich (1999)

3.7 Establishing the validity and the reliabilityof the current study

Since Giorgi's (19859 descriptive phenomenological research method eguithe
overall attitude of this study, it will be more @igleto consider its validity and
reliability from a descriptive phenomenological retpoint. However, before
proceeding with such consideration, some backgrquowdts must be borne in mind
in order to provide a better frame of understandifgst, althoughGiorgi's (1975a;
19859 descriptive phenomenological research methodraigs from the psychology
discipline of the human sciences, the fundamentaiciples and the analytical

procedures of his phenomenological research patiacross and remain relevant to
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other fields of scientific research inquiry incladithe social sciences, management

and organisational research.

Secondly, several writefgs.g. Berglund, 2007; Gibson & Hanes, 2003; Kup&288;
Giorgi, 2006H from different disciplinary backgrounds have ag@l Giorgi's
phenomenological research method in providing aebetinderstanding of the
essential meaning and structure of the managenwrdepts and phenomena they
investigated.Giorgi (1985a, p.6)comments regarding the general frame of his
descriptive phenomenological research method: réthe enough generality to the
method (as opposed to the specific proceduress so lae applicable to a wide variety
of phenomena.” The descriptive phenomenologicahoteemployed for this study is
therefore, relevant to the subfield of IM. Havidgrified this point, | will focus on

explicating the criteria for evaluating the valjdénd reliability of this study.

Commenting on the question of validity and religapil in descriptive

phenomenological researcl§iorgi (1988, p.169-172 observes that “modes of
phenomenological thinking pose a difficulty for tlogical-empirical understanding of
validity and reliability”, which makes the concepteem “more remote than
proximate.” Implicit in Giorgi's view is the theoriesting of quantitative scientific
methodologies and instrumentation in which termshsas, content validity, criterion
validity and construct validity See, Anatasi 1982: Cronbach, 1¥8Care used to

designate the validity of a quantitative study. wedweer, quantitative researchers

attempt to use one or all of the above conceptgabtlity to eliminate subjective

16 Content validity checks the relationship between the universality of a given idea from some defined
content area, i.e. the whole validity concern is how well the researcher samples items appropriately in order
to measure a supposedly universal idea. Criterion validity focuses attention on the direct and independent
measure of what the test is designed to predict. Construct validity refers to the extent to which a test
measures a theoretical construct or proposition, which is said to be realised by the “gradual accumulation
of information from a variety of sources” (Anatasi, 1982, p. 151).
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influences in order to arrive at an objective viefnknowledge. Although arguably,
subjective factors are hardly absent from such r{tiisive) attempts, for example,
theory testing. Theory testing is far from the magbjective of this study. The major
aim of this study is to explore how IM is experieddy practitioners in their world of
practice, and thus, describe the invariant feattimas emerged to constitute the IM
structure in its ‘everydayness’ from a phenomenoklg analysis of such

practitioners’ experiences.

Therefore, in contrast to the validity criteria doy@d in quantitative paradigms,
Giorgi (2009 argues that phenomenological researchers seegathe ‘objectivity’
goal by clarifying the role ointersubjectivity when correct knowledge is attained by
means of imaginative variation. He notes that reabdp able to remove subjectivity is
one reason phenomenology is a philosophy of immitiWithin phenomenological
research, the word intuition is a technical termameg ‘being present to
consciousness’. Thus, the aim of descriptive pheammiogy is to arrive at a structural
understanding of specific and concrete phenomenogribcially, being present to
situations in which experiences of such phenomemerrendered. The implicit view
here clearly removes any sense of validity andabdlty for descriptive
phenomenological inquiry from the meaning beinglaited to test construction as in
quantitative study. Hence, employing concepts sashcontent validity, criterion
validity and construct validity to typify or impoge account for the same objectivity

criteria sought in this current study would be ipgpriate.
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However, although deploying such concepts may b&atnanted in descriptive
phenomenological inquiry of this nature, it is usdeto note that the use of such
validation concepts may be relevant to mainstreaamagement research in which
measurement instruments e.g. structured questi@sare employed in order to
generate data that can be analysed using stdltipticeessesPolkinghorne (198p
concurs, and observes that in such cases, theiquest objectivity has been
specifically delimited to refer to confidence dedvin the measuring instruments,
although the problem might be — whether the re$ears accurately measuring what
he or she claims to measure. In contrast, valightylescriptive phenomenological
research, aBolkinghorne (198pfurther adds, is viewed and approached from & ver
different perspective, in which the conclusion dbauaspire confidence because the

argument in support of it has been persuasive.

However, given that not all arguments persuade thighsame intensity, the degree of
validity of the findings of descriptive phenomergical research then depends on the
power of its presentation to convince the readat tts findings are accurate and
consistent with the chosen research praxis. Timigile capturing the essence of the
phenomenon under investigation i.e. what consstuige meaning of IM, and
extracting rich data adequate in its explanatioth @malysis. In this sense, my task is
to gain full access to the knowledge and meanitgpated to IM phenomenon by
those practitioners implementing it in their orgations. According tdCollis &
Hussey (2003, p.99when such access is attained in a phenomenalogaradigm,
“validity is high under such a paradigm.” Beyondngiag full access, aBolkinghorne
(1989 observes, the researcher must persuade readéthehwo types of inferences

made in arriving at findings are strongly supporbsd (a) the transformation of the

162



raw data into phenomenological and informed distgnly expressions and, (b) the
synthesis of the transformed meaning units inte@egal structural description. Such
that the reader must be able to follow the ana/tamd thought processes that have
led to the conclusions and accept them as valichtiher words, “Does the general
structural description provide an accurate portiitthe common features and
structural connections that are manifest in thetajdaexamples collected?”

(Polkinghorne, 1989, p.3.7Therefore, the doubts to be considered include:

= Verifying whether the contents of the participané(pressions have been
influenced to the extent that such expressions db truly reflect the
participants’ actual experiences.

»  Whether the transcription is accurate, and contbgsmeaning of the oral
presentation of the interview?

» In the analysis of the transcriptions, were thdtermatives other than those
offered by the investigator that could have beenvdd? Has the investigator
identified these alternatives, demonstrated thésenatives and why they are
less probable than the ones decided on?

» s it possible to go from the general structuradalption to the transcriptions
and to account for the specific contents and cammes in the original
examples of the (phenomenon) experience?

» |s the structural description situation-specificdoes it hold in general for the
(phenomenon) experience in other situations?

Therefore, the grounds for making explicit and miyealid claims are based upon all
of the above precautions i.e. phenomenological agolu and free imaginative
variation taken in trying to arrive at an accuratesential description of the IM
structure. Thus, aSiorgi (1988, p.17Bsummarises, “if the essential description truly
captures the intuited essence, one has validitag phenomenological sense. This

means that one adequately describes the generake sdwat is given to the
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consciousness of the researcher. If one can useskential description consistently,
one has reliability.” However, taken the above vigerally ignores the fact that there
may be the possibility of error occurring in a dgsove phenomenological research
study. This can be demonstrated by showing thagrapirical or free imaginative
variation contradicts the researcher’s essentisdrijgion, as “one can do all that [i.e.
phenomenological reduction and imaginative varigfioand still describe
inaccurately” (Giorgi 1988, pp. 173-1%4 This is because there are no guarantees,
only checks and balances, and essentially the sheckli balance come using

demonstrative procedures.

Therefore, the very idea of validity and relialyilin this study should be understood
from a descriptive phenomenological perspectivdiwithe context of the foregoing.
Especially, with relevance to the IM elements cibatshg the IM structure that will
emerge from my transformations achieved via redoctand free imaginative

variation.

3.8 Summary

This chapter has attempted to provide a detaile@standing of the main theoretical
frame guiding the overall attitude of this study.oltlined the main philosophical
principles of phenomenology as it transformed frisn philosophical form into a
qualitative research method. The chapter has alewided a commentary on
qualitative research, which culminated into essdidtig the frame through which the
ecological validity of this study should be evakditand be better understood. The
discussion now moves to the next chapter to exphamstudy’s method of execution

as well as the systematic series of analyticalsstgplied.
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Chapter Four

Research Method of Study

4.0 Overview

The previous chapter details my understanding eftéickground and the theoretical
foundations guiding the phenomenological reseapghaach employed for this study.
This chapter lays out this study’s methodologicatads as a whole, including a
discussion of how and why | have chosen the praixgescriptive phenomenology in
executing the aim of this study. The chapter w#loaoutline the justification of my
sample size as well as the sampling process. Thigilmations of a pilot study to the
main phenomenological study are also presentedhignahapter. However, | will
begin by first explaining the historical perspeetion the utility of phenomenological
research approach in IM research. This is necesgargn the confusion that
surrounds the field of phenomenology and its nomsteeam status as a research

method in this field of study.

4.1 Towards phenomenology in the domain field of IM

A detailed review of the IM literature reveals thalhtenomenology has not yet
established itself as a research paradigm witlEnsitb-discipline. Perhaps, this is
because of the hegemonic tradition of addressingst marganisational and
management studies from more conventional resepachdigms. Research in IM
seems to have established similar allegiance tb siegemonic tradition. Thereby,

neglecting a range of other useful methods foadedemic research activities.
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Generally, studies (e.@erglund, 200y employing the phenomenological research
method in organisational and management researchimaited in number. This is
indicated by the complete absence of phenomenalbgesearch inquiry in IM
domain as well as the near absence of phenomenaldgidings in various citations
and references within mainstream organisational andnagement literature.
However, a handful of studies (elgas & Boje, 1993Kupers, 1998; 2002; 2005;
Goulding, 2005; Hackley & Tiwsakul, 2006; Butler Blurphy, 2007; Berglund,
2007 highlight the usefulness of phenomenology in emtiehg organisational and
management research. Such studies stress that rpbealmgy is well suited for

theory development within the broader field of ngaraent research.

Primarily, they identify that phenomenology may Ww#e the next step in the
development of qualitative research with marketi@dbulding 2005, p.304 Kupers
(1998; 2002 employs phenomenological analysis to explainetmdodied dimension
of emotions and employee motivation as part of wisggional life and culture. More
importantly, there are a number of managementesu@.gSanders, 1982; Gibson &
Hanes, 2003; Ehrich, 2005which are not tackled strictly from a phenomegatal
research perspective, but which urge organisatiandl management researchers to
consider phenomenological analysis as a way ofigiroy a better understanding of

organisational and management concepts in acadesgarch activity.

Despite the absolute lack of a phenomenologicagdasudy in the subfield of IM,
this study hopes to make phenomenology more atdessind in turn, an attractive
research methodology in this field of study. Ofxence to this aim ighrich (200%,

who urges management researchers to consider teaomienological research
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method as a more accessible and useful approgmiovaling a better understanding
of management terms and concepts. Directly relasedhe vision of this study,
however, isKupers (1998 Kupers notes that in undertaking a holistic aesle of
organisational and management nature, the phendogtced research approach
promises the methodological framework upon whichbtold the groundwork for
more rigorous theory building and empirical testigth such a focus on the subfield
of IM, this study employs descriptive phenomenolagyattempting to address the
current gap in the domain field of IM research.e@pcally, Ahmed & Rafiq (2003
imply that the lack of study with a clear IM margldtas resulted in competing
alternatives, which in turn, has led to a multipyiof understanding and ambiguity in

this domain field of study.

Against this backdrop, | will explain in the nex@csion how | have made descriptive
phenomenology my research approach in an attengbtyess the focus of debate in
this domain field of study. First, | will highlighthe outcomes of management and
organisational studies that advocate a phenomeigalognode of inquiry as
alternative research paradigms into organisatiandl management research. This is
necessary in order to put into perspective why aod | have utilised qualitative
descriptive phenomenology in addressing this studym. However, since this is the
first attempt at conducting a phenomenological dagady in IM domain field, only
the studies that emphasise the relevance and nssfubf phenomenological analysis

in organisational and management research areddsbessed.
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4.1.1 Phenomenology in organisational and managent research

Only a handful of management studies (&gnders, 198Zhrich, 2005; Gibson &
Hanes, 2008 of non-phenomenological nature emphasize thanhghenological
research method has much to offer in managemenbmahisational research. Such
studies address issues that relate to the broaglte of research in management
and organisational studies. Specifically, they hgjt the usefulness and relevance of
phenomenology in exploring a range of human manageactivity and experiences
within organisations. Studies 8anders (1982 Ehrich (2005)and Gibson & Hanes
(2003 are at the forefront of such a research agenaesd studies generally highlight
the need to explore alternative research paradigmsanagement research activities.
Although Ehrich’s (2005)and Gibson & Hanes’'s (20Q3attempt at presenting
phenomenology as a new way of viewing managemehaganisational research is
not directly related or focused on IM research, réfections and the questions they
pose however underlie many of the fundamental ss$aeing academic research in

IM. One such issue is the absence of a consengasiieg meaning and structure.

Ehrich (200) for instance, explores the possibilities and [heneof using
phenomenological research methods in managemewiarods She argues that
management is a highly complex interpersonal phemam that is very much
concerned with the development of the human sidbéetnterprise. Her study posits
that phenomenological methodology is useful in esph and illuminating the
meanings of a wide range of human activities andagament concepts present in the
organisation. Although none of the dimensions of iBVispecifically evident in her
study, she regrets that phenomenology as a quaditssearch approach has not been

given much attention in the discipline of managemresearch. Therefore, in urging
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management researchers to consider alternativarois@aradigms, she emphasizes
that phenomenology is a qualitative research masimmwhich provides the direction
towards understanding management phenomena giaefinlanagement is a process
and practice that has a strong human dimengignhfich, 2005, pp. 8)9 Her views
are pertinent. They highlight the need to consigdeenomenology as appropriate
research approach to revealing new insights in gemant research as well as

exploring a range of management concepts.

Gibson & Hanes (2003, p.2PGemphasize that “phenomenology is well suited
to...provide the basis for exploring new avenueslauittling new theory” in the field
of human resource development (HRD). Their studyviple critical reflections to
help organisational researchers as it highlighesféict that phenomenology’s unique
emphasis on ‘meanings’ and ‘essences’ can be usefaining a deeper insight into
complex issues like definition of management teand organisational constructs.
The above views are of relevance to the issuesda@tademic research in IM, and
reflect this study’s focus. In highlighting the eelhnce of phenomenology to
organisational researcly;ibson & Hanes (200Q3specifically outline a number of
complex organisational constructs in the field oR[P such as, leadership,
performance, and change management, which orgmmahtresearchers could
explore from a phenomenological analysis. They easjsie that academic researchers
who are keen on applying their knowledge to org#tiosal interventions as well as
committed to understanding a phenomenon throughidradiplinary lenses can find

conducting phenomenological research relevant aatll
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Similarly, Sanders (19§92emonstrates the relevance of phenomenology@search
method by highlighting a number of significant ingpkions it has for organisational
research. Firstly, the study emphasizes that “pmemology does not present a new
view of observable data. Rather, it presents a “way’ of viewing what is genuinely
discoverable and potentially there but often is se¢n” Ganders, 1982, p.3hR7In
comparing phenomenology with scientific/normatiagaigms, the above-mentioned
studies argue that both are empirical and rootgzh@nomenal experiences, but differ
in how they observe and make inferences. Howesamders’s views are particularly
intended to stimulate organisational researcheisotsider using phenomenological
analysis to reveal the deeper structures of orgaaisal constructs. Such views
resonate with the specific aim of this study, agythbuttress the fact that
phenomenology has positive implications for unriwvgl'meanings’ in organisational
research in that certain types of phenomena eluggntdication and statistical
inferences at some stage. This implies, Sasders (1982, p.3p&bserves, that
“phenomenological analysis” can be an “answer” tdnsethodological void” in

management and organisational research.

This section has summarised the historical persmeadbn the usefulness and
appropriateness of phenomenology as a mode ofrindpyi drawing insights from

studies advocating the use of phenomenology inareBeinquiry into organisational
and management concepts. It specifically highligis appropriateness of using
phenomenology as a research method through whiclintterstand the deeper
meanings and structures of any human managemenbopiama, such as, IM. In the

next section, | shall attempt to articulate my paed journey towards adopting
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descriptive phenomenology, and my subsequent decisi utilize its principles in

seeking ways of addressing this study’s aim.

4.2 The rationale for the utility of phenomenolgy in this study

As a former marketing manager of an investment pbhhlve always had an interest
in marketing topics, especially, those that relate employee and customer
relationships management. Therefore, my decisi@cttire a post-graduate award in
Business Management was informed by my desire ¢orbe more conversant with

the different theoretical ideas and frameworksteglao the above-mentioned topics.
However, during my post-graduate study at the Usitae the concept of internal

service quality (ISQ), which deals mainly with emwy#e and customer satisfaction
captured my interest. Hence, | decided to investigiae ISQ concept and its impact

on Customer Orientation (CO) during my Mastersetisgion.

Following an in-depth postal survey via a quantmatstudy, | attempted to
operationalise a model of ISQ construct labellagdrimal Customer Orientation (ICO)
from a sample of 280 bank employees. As part af study, | undertook an extensive
critical review of the IM literature. This was bes® some of the key variables e.g.
employee empowerment and employee job satisfactdnch | had adopted in
operationalising my 1SQ construct were relatechi M literature. This initiated my
interaction with the academic debates taking pleitiein IM, and subsequently led to

my decision to examine IM as a domain field of gtatla doctorate level.
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Because of the experience that | had gained frodemiaking a quantitative study at
my Masters level, my initial thought was to execthts study using the quantitative
research approach. However, one fundamental fattered such a course. As seen
from my critical review of the existing IM literatel in chapter two, past quantitative
IM studies €.g. Ahmeckt al.,2003; Lings, 2004; Gounaris, 2006; 2)8Bow mixed
results, plus wide variety of competing theoretio&rventions. This meant that using
the quantitative approach would further add tapaf compound, the basic problem
and gap that | had found after my detailed reviéwhe IM literature. | found that
there was no clear understanding of what IM measishe previous conceptual works
were confusing and had problems of definition anelaning. Mainly this was so
because they simply moved from preconceived theadite empirical quantitative

verification.

For this reason, it was of fundamental importanicat tl started from the very
beginning. This led me to focus on making choicetashe appropriate research
approach that would address the problem that | idedtified. After a careful
reflection, | considered the qualitative reseangpraach. Before this, | had no idea of
qualitative research methods. This entailed myrest#e reading and understanding of
the different paradigms within the qualitative e tradition. However, unlike my
experience with quantitative research, | was disgday discover the different levels
of discourse and different taxonomies within qadiMe research approach. After
further reading, | became aware of phenomenology @qsalitative research approach

with its aim to explicate meanings and structuoenfrexperience.
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Nevertheless, my in-depth reading of the phenonogyyoliterature left me rather
disappointed, as it was mainly an exercise in wjliag the cross-paradigmatic
interpretations of phenomenology, often, to therioent of my understanding and
decision. To appreciate my disappointment, imagingy realisation that
phenomenology as a research method was alien tdéietdeof IM. Even though |
discovered that the phenomenological research approontains a strong empirical
component in itself. | became a little disconagrtat this point, | turned to my
supervisory team who signalled that phenomenolagydcbe utilised as a research

approach in the social sciences depending on Heareh aims and questions.

To be sure, | contacted via email Dr Lisa Ehrich S¢hool of Learning and

Professional Studies, Queensland University of Meldgy, Brisbane, Australia. | had
earlier come across Lisa’s two papers titled — duigling the threads and coils of the
web of phenomenology” and “Revisiting phenomenolodys potential for

management research.” Both papers were publisheBdurcation Research and
Perspectivesand the British Academy of Managememonference proceedings
respectively. Lisa affirmed the views of my supeovs but cautioned that
phenomenology has yet to be used extensively inagement research. In addition,
she suggested that | should start by reading thd&saof Donald Polkinghorne and
Amedeo Giorgi in its “pure form” in order to graige fundamental ideas about how

to conduct phenomenological research because whiggie and complex nature.

After much reading, the question then arose ashichwinterpretation or variant of

phenomenology best lends itself to addressing thblgm that | had identified from

reviewing the IM literature. | identified that tleewas no study exploring how IM is
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experienced in the world of practice. However, fromy reading of the
phenomenology literature, | realised that Edmundddd - a German philosopher,
was widely credited and recognised as the foundemodern phenomenology.
Therefore, | began to consider those phenomenabgisilosophies that base their
legitimation in Edmund Husserl's views. That ergdimaking choice as to the variant
of phenomenology most appropriate to addressingfdbes of my investigation. |
realised that descriptive phenomenology harmonmatiwith addressing this study’s
focus. | began to familiarise myself with the dgsttve phenomenological research
approach and its usefulness as a qualitative reseaethod. But also, | realised that
choosing this variant of phenomenology was not gdaobe easy to do on my own
merely by reading. Hence, a more pragmatic and celngmsive exposure to it was

called for.

Therefore, | decided to contact Amedeo Giorgi vimag. This was because the
numerous key phenomenology literaturesg( Polkingornes, 1989; Sokolowoski,
2000 that | had read frequently cited Giorgi’'s worksdacredited him with devising

descriptive phenomenology and modifying its praxissuit mainstream qualitative
research method. Amedeo responded, and subsequengsged in series of
discussions with me relating to my study. This waan effort to enlighten me further
about the method of conducting descriptive phenatogical research. This led to
my developing a mutual interest and a professioeltionship, which culminated
eventually in my having an unhindered access tonmsuscripts on descriptive
phenomenology. Such a privilege was indeed usdfulhelped to enrich my

understanding of the theory, usefulness, applioatemd the difficulties associated

with descriptive phenomenology as a qualitativeeagsh method. It was at this

174



juncture, and after much reading, reflection, goestg, and probing, that | began to
sense a way out. Hence, it would be fair to ackedge that Amedeo Giorgi's

tutelage was crucial to my adoption of the prinegpdf descriptive phenomenology.

To appreciate my confidence in the usefulness aicmjative phenomenology, |
presented a paper in Washington D.C in August 2@@/Doctoral Colloquium during
the 23' All Educators’ Summer Conference organised by Angerican Marketing
Association (AMA). In my paper, | argued that phemmological research approach
suitably lends itself as a useful mechanism throwbich to explicate the meaning
and the structure of management phenomenon, sydMa3he event at the AMA
conference, which was my first attendance at a majernational conference, was a
turning-point moment. Not least the fact | had thee opportunity to have shared my
ideas with some of the eminent scholars e.g. DReifinghorne, Don Schultz, whose
works on IM and phenomenology respectively | haadreMore importantly, | got
inspiration from verbal feedback that | had recdiwkiring my informal chat with
these individuals. By this, | mean my suggestioat thcademic researchers in IM
domain must begin to recognise alternative pattefnseeking knowledge through

dialogue with other established research approasheh as, phenomenology.

On my part, | have focused on descriptive phenotogieal methods rather than
interpretative ones. This was because from extensiading | realised that descriptive
phenomenological method could be applied whenewenam experience was the
point of departure. Thus, if managers have expeeérthe IM phenomenon, then the
method indeed could be used to explore the natuseiah experience. This entailed

going to the first step of clarification, beforeagxining, and then establishing the
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nature of the IM experience that such managers e This is what | have
attempted to do precisely in this study in adoptimg descriptive phenomenological
research paradigm. The challenge for me in attelgt do so was threefold. 1) The
problem of access and my sampling size. 2) To letadpochg personal past
knowledge and all other intuitions about my theoedtknowledge of IM, regardless
of the sources, so that full attention could beegito the instance of IM phenomenon
that would appear to my consciousness. 3) Duringfieldwork, to take IM as a
phenomenon that was appearing or presenting tsetfe without making any claim

that it really existed in the manner in which itsyaresented to me.

In order to tackle my first challenge, | discuss$led issue of access and sample size
with Amedeo Giorgi. He specifically advised, ashas exemplified in his numerous
published works, that | could exploit my personahtacts to gain access to a handful
of between five and ten participants. In his view,evidenced in the phenomenology
literature (see, for exampléolkinghorne, 19809 such a range has always been
enough to bring about emergent possibilities in degcriptive phenomenological
research inquiry. The main issue was with getthatviduals that had experienced the
object of investigation, and making sure that sunclividuals were able to articulate
their experience. This implied that my choice ofatgtive phenomenology ensured
the explication of themes, meanings and essencéMoffrom the views and
experiences of the individuals sampled in this wtalout their understanding of the

essence of IM.
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Overall, | chose qualitative descriptive phenomegglbecause | considered it most
appropriate to addressing the research aim ofghidy as well as examining the
practitioners’ experiences of IM. This stems from philosophical stance that there is
no objective scientific truth other than the exprde of the individual. One cannot
divorce the truth of what a thing is from the waisiexperienced. In other words, one
cannot make judgements of truth or objectivity withexperiencing it, and with that

also comes the subjective view of truth and/or Keoge. Therefore, truth is

subjective and is arrived at through the experiesica phenomenon. | learnt a lot
about qualitative cum descriptive phenomenologicakearch praxis and its

importance in providing me with a more in-depth erstianding of the precise nature

of the problem facing academic research in the dofreld of IM.

In other words, the descriptive phenomenologicgdragch as applied in this study
was appropriate to addressing the gap that | hedtifted from reviewing the IM

literature. The outcomes from a descriptive phemnwtogyical research approach were
considered to be potentially of great benefit, hattthe emergent experiential IM
themes and their underlying essences served tolbmoate, repudiate, complement,
and in some cases, extend existing research ousciontiee domain field of this study.

Interestingly, though, since the method only reegliraccessing a handful of
individuals that have experienced the IM phenomeitomas easy for me to sample a
manageable number of individuals involved with IMhplementation in their

organisations. These individuals work in differenganisations that | had discovered
to practice IM following much reading and researthe subsequent sections detall

my sampling procedure including the issue of acte#sis selected sample.
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4.3 The Sampling Process

Before presenting the details of my sampling preagesluding how | gained access to
the participants, | shall further justify why | Fexchosen only a small number of
participants for this study. Apart from Amedeo @i recommendations as
mentioned above, the sample size required for phenological based studies
generally varies considerably. On the one hand, ifgtance, phenomenological
researchers(e.g. van Kaam, 1994have employed more than three hundred
participants to conduct their analysis. Yet, on ttker hand, some scholars (e.g.
Colaizzi, 1978; Berglund 2007; Polkinghorne, 19&anders, 1992have used
between one and fifteen participants to provideuaderstanding of the nature of an
investigated phenomenon. This means that eitheroomeore than one participant is
considered adequate in providing sufficient dataldgelop emergent possibilities of
experiences in order to understand the particidatufes of a phenomenon in a

phenomenological research inquiry.

However, the crucial point to note is that a repnégtive statistical sample, as in
guantitative research approaches, is not a magmsfof concern in phenomenological
research study. The key issue is with the resedschbility to secure a manageable
and relevant group or an individual for whom thgeab of investigation was salient.
In line with my sampling proces§iorgi, (19859 and Polkinghorne (198Ridentify
that this entails getting one or any number ofrimfed individuals who have had IM
experience or who have good knowledge of IM. Speadly, Giorgi remarks

regarding the issue of sample size in a descripthnenomenological research inquiry:
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One would rarely conduct research of this type vatily one subject. It is
important to realize this because it is most difico write an essential general
structure with only one instance. The more subj#otse are, the greater the
variations, and hence the better the ability to s&@t is essentia{Giorgi,
1985a, p.1p

With the above point established, | will detailthe next section how | gained access

to my sample.

4.3.1 Access to participants

Since the aim of this study is to explore how IMeigperienced in practice, the key
Issue was with gaining access to the relevant sant@iven that the focus was on
individual experiences rather than the organisatiowas easy for me to gain access
to a number of employees who experience IM fromanigations implementing the
IM concept. Such organisations were determined dase my knowledge and
understanding that IM was part of their overall pmoate strategy. Access to the
relevant employees was facilitated through a coatmn of direct personal contacts
and referrals. Essentially, | contacted a formdéleague whom | had worked with in a
major UK retail bank who agreed to participatehis tstudy. This particular contact
then negotiated access to two of his other colleadpased at different branches who
equally consented to take part in this study. Thhaerests in participating in this
study were particularly borne out of the fact tidtwas an organisational initiative

that they had all been involved in at their varipleces of work.

Having been a customer of HSBC bank for over faary, it was possible for me to

negotiate access to one of the senior managetsedbank through my local branch

manager. The senior manager was keen to shar®hexgeriences given the fact that
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she was involved in organising and championingoeilM awareness campaigns.
HSBC adopts IM as part of its wider strategy ont@u®r service improvement.
Access to the two participants from the City Coynicé. public sector firms, was
possible because one of the participants had prsligarticipated in my pilot study
and had requested to be kept informed about thgrege and development of this
study. However, it is worth mentioning that at timae of the pilot study, she was
working for a private marketing consultancy firmskbd at Birmingham, UK, before
moving to Wolverhampton City Council (WCC). The keting consultancy firm she
had worked for incorporates IM programmes as pltter overall business solution
strategies. Therefore, before joining WCC’s markgtand tourism department, she
had been involved in IM initiatives from practice a Marketing Executive in the
above-mentioned Marketing firm as well as by atiegda professional marketing

course at the University.

Through a referral by a personal contact who warksthe London Corporate

Development office of Nokia Corporation, | secui@ctess to the participant who
works with Nokia. As a mobile-communication and ieegring company, Nokia uses
IM strategy. Finally, through a colleague who cdioates the CIM programme in a
University, it was easy for me to gain access éoldlst participant who is the UK sales
manager of a manufacturing firm based at ShropshiM€. This manufacturing

company adopts IM strategy as a way of improvir@rtbustomer service experience.
This particular participant was first exposed to dMring his MBA programme at the
University before subsequently introducing the idedois organisation. Overall, the

method of participants’ selection is consistentvétorgi (1975; 1985pwho suggests
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that phenomenological researchers may secure atcedeir participants through

personal contacts and/or acquaintances.

4.3.2 Participants’ selection and technique

The selection of participants commenced immediadélgr | received the approval
from my school's research ethics committee. A psng® sampling of eight
participants coded as P(x), where x ranges from & was selected for this study.
Purposive sampling is generally common in qualieatiesearch inquiry. It entails
selecting participants based on their specific Kedge and/or experience of the topic
under investigatioiSee, Glaser & Strauss, 1967; Morse, 1991; Saurdeils 2007).
As the primary concern of this study was with ddsog the meaning and
establishing the structure of IM from the experescof individuals who are
implementing IM in their organisation, the criticabpects in participant selection
were informed by certain criteria. Firstly, whetht@e individual has had adequate
knowledge and experience of IM, and secondly, wéresluch individual was able to

provide rich descriptions of such experience.

Polkinghorne (198P notes that selection of participants for a d¢gme
phenomenological study is based on whether subjgutsen are to function as
informants by providing in-depth descriptions ofithexperiences regarding the
phenomenon under investigation. The method of @péants’ selection was also
consistent with the aim of phenomenological baseduirement of selecting
participants based on their knowledge and expegienicthe phenomenon under
investigation, assiorgi (19853 recommends. Therefore, the individuals selected t

participate in this study were practitioners whorevenvolved in and regularly
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experience an instance of IM in their everyday wuagklives. The selected
participants constitute informed employees fromvarde range of private and public
sector businesses spanning senior management ter-level strata. They were
selected specifically from the financial servicexter, mobile-telecommunications
and engineering management, the manufacturing rseantd one Local Government
Council. These business sectors are all baseceittiited Kingdom. The decision to
focus on such diverse practitioners was based @ rnthed to have a broad
understanding of what IM means to practitionersos&rdifferent sectors of the

business community.

Apart from sampling participants from such diveosganisational backgrounds as a
means of accessing the experiences of IM phenomeiinis study is the first
phenomenological attempt at introducing practitrorigeoice’ in IM research.
Therefore, the sampling of participants from dieebsisiness sectors allowed a more
general conclusion to be drawn in terms of the pheanological analysis of IM
themes and structures given that the selectedcyanits brought with them a rich
variety of specific and nuanced instances of IM.wedweer, the basis for
generalizability in phenomenological findings, Rslkinghorne (198Pnotes, is not
one of population characteristics but the spetyfiof the essential descriptions

relevant to the phenomenon under investigation.

In other words, assiorgi (200§ remarks, so long as the researcher can employ
‘eidetic reductioh i.e. remove what is perceived in the object mfestigation and
leave what is essential with the help of imagiratiariation, then the essential

meaning, i.e. eidetic intuitior}, can be obtained as the structure of the phenomen
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and be described as an essential finding thattissncally general. Tables 4.1a to
4.1h below show the justification for each par@sips inclusion in this study
including a brief summary of their prior knowledgad involvement with IM, and

how access was gained to each of them.

Table 4.1 Characteristics of each participant for the main stidy

4.1a: Characteristics of P1

Gender: Male

Age: 32

Sector: Manufacturing
Organisation: XYZ International
Position: Sales Manager, UK wide

Justification for Exposure and knowledge of IM through education prattice. Introduced thi
selection: idea of IM to his company, and also co-ordinates ihtiatives from the
headquarters of the company.
P1 was first exposed to IM in 2003 during his MBAgramme at the University.
He developed an interest in IM and subsequentlyodhiced the idea to the
Prior Knowledge directors of his company. The directors then masdiatim to lead the IN
of IM campaign throughout the company as part of a wiepany initiative toward
& involvement: improving customer service relationship. Fully itwed in the implementation
IM in his organisation through the co-ordination afseries of IM awarenegs
programmes including ensuring compulsory trainiag dll employees’ design
to make them aware of IM initiatives that exist hirit the organisation. Thege
trainings are usually organised and run with tHp béa local consultancy firm.
Through referral. | first met P1 in the Universitynen he was undergoingja
Access: professional course on Chartered Institute of Mimge(CIM) through a colleagu
who co-ordinates the programme.
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Table 4.1b: Characteristics of P2

Gender:

Age:

Sector:
Organisation:
Position:

Justification for
selection:

Prior IM Knowledge
& involvement:

Access:

33

Mobile Telecommunication & Engineering
Nokia Corporation, UK

System Engineer.

Exposure to IM through practice, as he is involiedM implementation i
his organisation.

First exposed to IM in 2002 as an IT Marketing adtat in a bank based
Seattle, USA before joining Nokia. As a system eagr, P2 works as one
the many liaisons between Nokia Corporation andadtporate clients acro
the UK. He is based at clients’ offices and siteoss the UK most timej

hence, his IM involvement is ensuring there is dffe flow of

t

communication and information dissemination betwsech clients and tHg

employees across the company. Nokia is a mobilernamtation compan
that adopts IM initiatives as part of their overathployee and customj
retention strategy.

Accessed P2 through referral. 1 have a friend wharkes as a networ|
engineer with Nokia Corporation, but because thisnfi was not directl]
involved with IM implementation, he arranged a megbetween me and
line manager who subsequently introduced and aedhmgy interview wit
P2.

Table 4.1c: Characteristics of P3

Gender:
Age:

Sector:

Organisation:

Position:

Justification for
selection:

Prior IM Knowledge
& involvement:

30

Banking & Insurance
NATWEST Bank, UK
Customer Service Advisor

Exposure to IM through practice, as he is involiedM implementation i
his organisation.

First exposed to IM in 2004 when | both worked aarkating & saleg
executives for Birmingham Midshires, part of Hatif& Bank of Scotland
(HBOS). He later joined NATWEST in 2005, and conéd to be involved i
the implementation of IM strategy at his local lmlam his role as a custo

service advisor. As a frontline service officeB B directly involved i
promoting employee empowerment and training canmza@s part of hip
branch’s IM initiatives towards excellent custorservice delivery. |

during a two-month training course for new hiregamised by Birmingha l

Midshires, as part of my induction during a managentrainee course.
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Table 4.1d: Characteristics of P4

Gender:

Age:

Sector:
Organisation:
Position:

Justification for
selection:

Prior IM Knowledge
& involvement:

Access:

25

Public Sector Tourism
Wolverhampton City Council
Development Officer

Exposure to IM through practice.

First exposed to IM in 2005 in Wolverhampton Citpu@dcil following the
re-structuring of the Council's Marketing and Taumi department. THE
restructuring was aimed at making the Council nourgtomer focused. P4 (|5
directly involved in the implementation of IM pr@mmes e.g. interngl
communication across the Council in his role as dbegelopment office)
within the tourism department. He organises sauial recreational activitief,
such as, entertainment fairs, in conjunction witlis@e agencies within the
Wolverhampton Borough.

Accessed P4 through referral. P5 arranged my\vieter with P4 becausg
they both work as colleagues.

Table 4.1e: Characteristics of P5

Gender:

Age:

Sector:
Organisation:
Paosition:

Justification for
selection:

Prior IM Knowledge
& involvement:

Access:

Female

26

Public Sector Marketing
Wolverhampton City Council
Project Officer

Exposure to IM through education and practice, amgblved in IM
implementation in her organisation.

First exposed to IM as a Marketing Executive Advigo 2004 in Clario
Events Ltd, a private marketing consultancy firmsdzh at the NEC
Birmingham, UK. She was also exposed to IM durieg professional courg
on CIM at the University before joining the Eve&tdMarketing departme
of Wolverhampton City Council in 2006. P5 is ditgcinvolved in th
implementation of IM e.g. internal communicationass the Council in hg
role as the project officer in charge of co-ordimgtand disseminatin
upcoming social events, such as, concerts usualjgnised and funded
the Council.

| first met P5 during my pilot study, hence, it wessy to contact her for
interview for my main study.
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Table 4.1f; Characteristics of P6

Gender:
Age:

Sector:

Female
29

Banking & Insurance

Organisation: NATWEST Bank, UK

Position: Customer Service Advisor

Justification for Exposure to IM through training and practice
selection:

First exposed to IM in 2004 in NATWEST after shesvpaomoted to a salg
advisory role. She joined NATWEST as a cashier @23 She is directl}
Prior IM Knowledge  involved in the implementation of IM in her locatdnch in her role as |:
& involvement: customer service advisor. She has also undergorieusain-house anj
external trainings to increase her awareness argkrstanding of |
programmes.

Access: Through referral. P3 arranged my interview with B&cause she was
colleague based at a different branch.

Table 4.19: Characteristics of P7

Gender: Female

Age: 35

Sector: Banking & Insurance
Organisation: NATWEST Bank, UK

Position: Senior Customer Service Advisor

Justification for Exposure to IM through training and practice, amdolved in IM
selection: implementation and co-ordination.

First exposed to IM in 2004 in NATWEST after shéngd from Barclays
Bank where she worked as a Sales Advisor. She JoMBTWEST as !

Prior IM Knowledge  Customer Service Advisor, where she is directly olwed in th

& involvement: implementation of IM in the branch because of lnée Bs a Senior Customgr
Service Advisor. She has also undergone varioukouse and externdl

trainings intended to increase her awareness amerstanding of IM.

Access: Through referral. Again, P3 arranged my intervieithw?7 because she is lifis
line manager.
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Table 4.1h: Characteristics of P8

Gender: Female
Age: 45

Sector: Banking & Insurance

Organisation: HSBC Bank, UK

Position: Senior Manager

Justification for Exposure to IM through education, training and picac
selection:

First exposed to IM in 2002 during her MBA at theitrsity. Since the

she has undertaken numerous trainings involvingnijdlementation strateg
Prior IM Knowledge  organised by different consultancy firms. She hizs @rganised in-housg
& involvement: trainings for HSBC managers and customer-facing leyegs acrosy
different branches of the bank here in UK. Shaursemtly HSBC's campaig
co-ordinator for Customer First Initiative. Sheidies with regional branchds
across the West Midlands in their IM campaign anglémentation efforts

Access: Through referral. As a customer of HSBC, my locabrith manage
negotiated access to P8 by arranging a meetinggleatme and P8 to discygs
my research given the topic and my focus of ingagion.

4.4 The data collection process

The data collection process provided the opponuitt me to learn about various
instances of IM experience in different organisaiocontexts across the different
sectors of the business community. Data was celiethrough face-to-face open-
ended interviews. This method of data collectionwilely recommended and

frequently applied in descriptive phenomenologicakearch inquiry (see, for
example,Polkinghorne, 1989; Giorgi & Giorgi, 20p3The data collection period

spans April 2007 to August 2007. The data collectes audio taped and later
transcribed by myself prior to analysis, &sorgi (1985a) recommends. The

transcription of the data was verbatim. This mahasthe possible errors in grammar,
e.g. hiatus and informal expressions that may loeiroing in the transcribed data, are

inherent in the original data and not mine. Thelitatave process of including
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microcues of hesitation and pacing that demonstrabgnition was excluded in the
transcribed interview text. However, such exclusitbeh not affect the credibility of

the transformations or the structure of the IM pimanon that eventually emerged.
All data were collected in the participants’ natuwwark settings i.e. their offices and

their customers’ site.

The focus of the data collection was on the spesifuations and action sequences of
IM as the participants described their experienoesther words, the data collection
process was theme-oriented rather than persontede®uring the data collection
process, | attempted to establish rapport with gheicipants through affirmative
responses and congruent body language. The comsmxjweas the fact that the
participants easily established a mutual interegarding my focus of investigation.
Smith (199) recognises establishing such rapport as one efkd#y features of
qualitative-phenomenological interviewing technigueapplied the principle of data
saturation when it became clear and evident tHagexquent interview sessions neither
produced nor revealed any new insights into IM egmee different from the data
already generated?arseet al., (1989 note that samples of between two and ten
participants in a phenomenological study is adexuatyield data redundancy and
saturation, which means that no new themes or essemould emerge in subsequent

data.

4.5 The interview process
The interview questions designed for this studyvigled the opportunity for my
interpersonal engagement with the selected paaiit§ As such, an open-ended

interviewing technique was applied during my intevw with participants. This meant
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that questions put to the participants were nohared on any scale or instrument, as
the primary focus was with gathering participantsich’ phenomenological
descriptions of their IM experience, rather thathwneasuring responses regarding
the nature of such experiences. The use of opeadeimterviews therefore aided this
process, as the nature of such questions encoupagdpants to provide freely rich
descriptions regarding their experiences of IM.sTimeant that participants were able

to introduce themes that were unanticipated by me.

Thus, the questions used for this study did nogrmess in any particular uniformity,
but sometimes developed along specific frame asct@id by each participant’s
responses. Several qualitative research schaarsivale, 1996; Smith, 1983mith,
1995; Saunderet al., 2007 identify that the ordering of questions in opemed and
semi--structured interview is less relevant, as ititerviewing can move towards
probing more interesting areas as they emerge,hwdoald contribute to the richness
of data. This meant that | asked some participgev®r questions depending on the
specific nature and the depth of responses suditipants provided on occasion.

Thus, the first general interview question guiding current study took the form:

“Can you think of what happens in a typical dayonryorganisation, specifically, in
as much detail as possible how would you descrit®tuaation in which internal
marketing has occurred for ytu

The nature of the above question encouraged eaticipant to describe his or her
experiences of IM as freely and as richly as pdssibhe second question was
affirmative and aimed at gathering more specifispmses from the participants

regarding the instances of IM from their rich exestial accounts. Thus, the

following question: What part of that experience would you consideerimal
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marketing? was put to participants in order to encourdgart to concentrate on the
focus of my investigation. My intention was to seddkrification and to ascertain what
part of the expressions in response to the firgstion participants specifically

recognise as constituting an instance of IM expege

Although most participants appeared to have eisienmarised or repeated in large
part what they had referred to in the first questithis second question was
particularly useful in two ways. First, new insighdgometimes emerged by way of
illustration/exemplification given that some paigiEnts often displayed ambiguity in
their original expressions. Secondly, the seconestgon helped in redirecting their
focus on the topic of investigation. This meantttiiae nature of my probing

sometimes involved direct questioning of particigam order to obtain a more

specific frame of response.

Following such direct questioning was an alterreaptarasing of the question in which
the aim was to seek further explanations and glahbiguities. This was because
participants frequently misinterpreted the expdigmaspect of IM with the notion of
internal communication. Thus, the questiofre you then saying internal marketing
is what? was sometimes put to participants in order ttaioba more specific frame
of response relating to their given experientiadcamts of IM. My primary aim for
rephrasing the question was to further clarify detineate instances of IM from the
participants’ expressions so that the essence dahHl¥lwas emerging would become

clearer and unambiguous.
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Kvale (1996 identifies that when statements of intervieweesambiguous, it is the
responsibility of the researcher or the interviewer seek clarifications. Such
ambiguities and misinterpretations therefore, cdaddunderstood as methodological
constraints. The presence of such ambiguities arsiht@rpretation resonate with
Schultz’s (2005 who remarks that practitioners often misundedttM as trying to
sell something to employees. However,@srgi (1999 emphasizes, seeking such
clarification is consistent with descriptive pheremological emphasis on looking for
essences, i.e. the essential features of a phemomEach of the phenomenological

interviews lasted on an average for about fifty utés, and were retained for analysis.

4.6 Pilot study

Before the main interview exercise, | conductedlipieary interviews with six
practitioners with marketing and human resource agament backgrounds in the
manner of a pilot study. The purpose was to adecettte nuances of IM practices and
perceptions in organisations, as well as with aviie mind as to how best to phrase
the main interview questions in order to gener&te most significant experiential
account of IM. Pilot testing helps in refininga@ntiew protocols so that participants
will have no difficulties in answering the questprand given the fact that the
responses from a pilot study will provide me withn“idea of the reliability and
suitability of the questions” for the main studys @aunderset al., (2007, p.38Y

identify.

With this in mind, the pilot study served as mysfiattempt to ascertain whether as

well as gauge the extent to which IM was practisedrganisations, who practised it

e.g. types of managers and people coming acrossaid, assess in a formative
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manner how the group of people who practice IMcatéited it in organisations.
Participants in the pilot study were selected fraraldle-level managers at various
stages of completing their courses on Charteretitutes of Marketing (CIM) and

Chartered Institute of Personnel Development (Cl&D0he University. They worked
in various private and public sector companies udiclg banks, construction
management, transportation, manufacturing, Locabvé@ment) Councils and
telecommunications. Access to the participants seured through the University
colleagues that coordinated the CIM and CIPD pnognas. | obtained the
participants’ consent after formal meetings withcleaof them highlighting the

purpose of the pilot study.

However, in keeping with this study’s overall airh,specified two criteria for

participants’ selection for the pilot study. Fjr&t qualify as a sample, a participant
must have been employed and actively working foeast two years in any of the
two key areas mentioned - marketing or human ressumanagement. Second,
participants would have been in their current positfor at least a minimum of

twelve-months as at the time of selection, and ddwve been working for the
named organisation continuously for at least twargeThis was to ensure that only
actual perceptions and reflections on IM activitisorganisations were obtained
from participants rather than conjectures. Overaliptal number of six participants
qualified for selection. | informed them that thegre participating in a pilot study,
and that | could make available to them the finding both the pilot study and the

final research if they requested.
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Although the results of the pilot study interviewere not systematically analysed
according to descriptive phenomenological methbd,gilot served to highlight that
IM was gaining ground amongst practitioners. Tielifigs’ (see footnote) from the
pilot study indicated that IM was not only infusidtio corporate practices at varying
levels of maturity, but that it was increasinglycbming important and acceptable to
all types of organisations in both the private &émel public sector. The participants
expressed the view that IM enhances internal exgdast communication, and

therefore, should be considered a ‘high prioritystrategic management thinking.

There was also a perception amongst the partigpiat if top-level managers and
directors understood the essence of IM phenomendrgave it the required level of
managerial support, then possibly, it could atteatieightened level of interest from
everyone in the organisation. The participants alsred the view that IM could be
beneficial to both the employee and the organisasmce through internal employee
survey, both parties can understand their mutugleetations and work towards
achieving the same corporate goals. The particgpaotvever, identified that IM

suffers from negative overtones carried over from@ general notion of marketing,
which meant that employees could sometimes viewaBVa ‘bribery technique’ or

‘management tool’.

The pilot study was particularly significant in hlghting that IM was a human
management activity occurring in organisationa.lifherefore, the findings from my
pilot study were an additional impetus to the cdestion that a phenomenological

analysis will help to create a much better undeditay of the meaning and the

17 Some of the disclosures contained under this section are part of an academic paper titled “Internal
Marketing: focus on practice”, which is to be published in July 2009 in a peer-reviewed practitioner journal
titled International Journal of Management Practice, Volume. 3, Issue 4.
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structure of IM. Outcomes from the pilot study atsmtributed to the main interview
process, which helped me to generate more effégtilte experiential accounts of IM
phenomenon. In particular, the outcomes from thet gitudy served as a guideline

and learning experience in my execution of the nsaialy.

However, during the pilot study, | made the decidio avoid predefining the context
of the main phenomenological study. This decisioaswn keeping with the
descriptive phenomenological attitude in which gmevious knowledge of the
investigated phenomenon was to be suspended im mraescribe exactly what was
‘presented as presented’. Amongst the interviewstioe for the pilot study was:
“Have you ever come across the term internal margegither as an organisational
practice or as an individual, how would you viewe tterm internal marketirigy
Overall, the pilot study was suggestive of areascafivergence and divergence
between the theory and practice of IM. The in@mg for the pilot study were also
audiotaped and transcribed, and they are avaifadule me. Seelable 4.2below for
the characteristics of participants used for tHet @tudy. Although there were no
ethical issues of importance, pseudonyms have bseth to protect the identity of the

individuals who have participated in the pilot tegt
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Table 4.2 Characteristics of participants for the pilot study

Participant  Gender Age Position Company Sector
Kat Female 27 Campaign Birmingham  Financial Services
Manager Midshires
Eva Female 33 Product Tarmac Engineering
Manager Limited Construction
Emer Female 25 Marketing Clarion Events
Executive Events NEC Management
Advisor Ltd.
Melayne Female 37 Human Stoke-on- Local Government
Resource Trent City Administration
Assistant Council
Simoa Male 35 Human Central Trains  Transportation
Resource (Rail)
Manager
Cheteam Male 28 Human Manpower Communications
Resource Business
Manager Services

4.7 Method of self-reflection

Following Giorgi (19853 and prior to conducting the actual interviewadbpted the
phenomenological attitude by bracketing my pastwkadge of the IM concept
regardless of its sources in order to give fullemiion to the emerging IM
phenomenon. In other words, | took the object opression, i.e. IM, as a
phenomenon that was appearing or presenting itseatie without any claim that it
really existed in the way that it was appearinghis sense, | withheld the positing of
IM existence in order to remain within whatorgi (2006} refers to as ‘the confine of
the phenomenal realm’. This entailed my abstairflogn making any existential

claim to the expressions of IM that were appearing.
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After encountering the instance of IM phenomenompplied the process of free
imaginative variation in order to discover the edigg structures that remained
invariant across protocols before carefully deseghwhat | had discovered. Although
the process of free imaginative variation addedhw descriptive character of the
phenomenological approach employed in this stutiyvas among the attitudinal
phenomenological perspectives, as identifiedHbgserl (198Bin an attempt to make

the phenomenological descriptions more rigorous.

However, since the participants’ descriptions ciomtd in this study were their
original expressions, | modified such original eeggsions to the disciplinary language
of IM as suggestelly Goirgi (2009. Giorgi refers to this self-reflective process as
‘disciplinary attitude’, which requires the resdacto be sensitive to the discipline of
the phenomenon under investigation. He cautionsitiane only applied the above
attitudinal phenomenological perspective, i.e. fr@gmaginative variation, as
recommended by Husserl more directly without maediion to disciplinary
expressions, one would be conducting philosoplanalyses. Hence, it was necessary
for me to adopt a disciplinary attitude within thentext of the phenomenological

attitude.

Thus, in adopting the disciplinary attitude, | wable to apply and/or become
conscious of management and sometimes marketingster the phenomenological
analysis of the study. In this sense, howevas, iitecessary to emphasize that whilst
the phenomenological reduction was useful in heglpire to suspend, i.e. bracket my
theoretical biases and presuppositions regardiagith phenomenon in order to be

alert to its emerging or experiential aspects. Auhgpthe disciplinary attitude was
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useful in alerting me to instances where my thémaktbiases may have been
inadvertently imposed on the data analysis. Thianhéat if the suspension of such
theoretical biases and/or presuppositions was mdly fachieved through the
phenomenological attitude, it was possible to hammificantly minimised if not

eliminated them by adopting the disciplinary attéu

| was also conscious of the fact that experientmtors could occur in
phenomenological analysis. Hence, my adopting tlethphenomenological and the
disciplinary attitudes was essentially crucial imdartaking this studyGiorgi (2009
identified that the possibility of errors was pdésiif presentational evidence
provokes association with theoretical biases partgi to the phenomenon under
investigation. Then the former is subsumed intol#ter as identical, whereas they
may only be similar as the differences between theaid be significant. In order to
guard against such experiential errors from ocogyra situation in which | observed
a similarity between my priori theoretical knowledge of IM and the participants’
original expressions during the analysis, the sy transcript was referred to for
further scrutiny. This iterative behaviour was re=sagy in order to ascertain if the
characteristics or features of the emerging IM pheenon were from the interview

material itself or because of my imposition of & biases.

Instances of such experiential errors, althouglyelgr infrequent, fully underwent

such iterations. The reason was to avoid the raatitins of conflating good research
design principles with my personal or theoreticalsbs. Instances where | felt that
such errors might have occurred in my analysisisf study, if at all, were recognised

and recorded for reference in the data analysis.
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4.8 Summary

This chapter has attempted to articulate my petgoaeey in terms of why and how

| adopted the descriptive phenomenology in addngsshe focus of this study

including the justification of the sample size awlection. It has also outlined in a
table format the justification for participantsisclusion in this study, summary of

their prior knowledge and involvement with IM andvhaccess was gained to each
participant. The chapter concluded by outliningvhihe outcomes from the pilot

study has shaped the phenomenological processeah#in study. The next chapter

discusses the analysis of this study as a whole.
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Chapter Five

The Analysis of Study

5.0 Overview

Whilst the previous chapter articulates the methondble execution of this study, this
chapter presents the steps taken to data analysigldas the findings arising from
the interviews. First, it is necessary to expldia process of this study’s descriptive

phenomenological analysis.

5.1 The process of this study’s descriptive phenomenaaal analysis

Giorgi’s (19853 phenomenological analytical method was consideyguaropriate to
executing this study’s objective in the sense thatresult from the analytical frame
would enable me to describe the structure of INhasparticipants presented it. This
implies that the phenomenological reduction utdlige this study was at the scientific
level different from the transcendental reduction tike philosophical level as
articulated byHusserl (1968 In other words, this study took the view, @grgi
(2006H suggested, that the expressions of IM experienmesented here were
reduced, but not the acts of consciousness witltiwtliey were correlated. That is,
such expressions have been taken exactly as theg pmesented without any

existential affirmation or status assigned to them.

By implication, such expressions were understootieg@experiential accounts given
by the individuals | have interviewed without mynomitment to the existence of such
experiences as exactly as they have been presdated;i (2006 cautions that

making such commitment implies making an existémtrareality affirmation rather
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than staying within the confines of experience. itimg oneself to experiential rather
than existential claims is to stay within the ph@aeoal realm, which underpinthé

giver, i.e. the data, within the scientific phenomemptal reduction, as it helps to
“overcome the natural human bias of stating thiaggharethe way | experience them

to be without any critical evaluationG{orgi & Giorgi, 2003, p.1)L

Because of the above understanding, the purposeydanalysis was to derive from
the collection of the original research protocol$eacription of the essential elements
of IM phenomenon. This required gleaning from thecfse essential descriptions of
the IM phenomenon and the particular structurati@hships that cohered with such
essential elements into a unified structu?elkinghorne (198Pidentifies that this
could be achieved by unravelling, through a scienthethod, the essential elements
in each interview protocol by first reading theientranscripts to get a sense of the
whole, discriminating such elements into meaningtsuand transforming such
meaning units by looking out for the invariant miegs through imaginative
variation. The transformed meaning units were tHarther redescribed into
‘Situational Structures’ and ‘General Structureshstive to the language used in the

domain field of this study.

However, since it was difficult to analyse simuktansly a whole protocol or
collection of research protocols, the analyticabgeiss was broken down into
sequential steps in order to develop a generalctstial description of IM
phenomenon. These sequential steps, as represt@ecktically in diagram 5.1

below, constitute the analytical processes thatehstrictly followed.
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Step one

Adopting the attitude of the
scientific phenomenological
reduction, the entire interview
protocol was read several times

Diagram 5.1: The descriptive phenomenological angiical chart

Step 2

in order to grasp the basic sens
of the complete situated
description (character) of IM.
Nothing more was done at this

Still  within the attitude of the
scientific phenomenological reduction
parts were discriminated and referre
to as “meaning units”. Such meanin
units were constituted each time the
was a change in subject matter, them
plot or an introduction of different
aspects was observed in th

@ mr Q-

stage

Step 3

transcribed interview protocol.

Still  within the attitude of the

scientific phenomenological reduction,
the participants’ naive expressions tha
highlight the IM factors constituted in

Step 4

the meaning units were transformed
into management terms with the help
of free imaginative variation as well as
rendering implicit factors explicit. The

situated structures of participants’
expressions were retained.

Step 5

Once step four above was
completed, the transformed meaning
units were then synthesised into 4
descriptive statement of essential

The structure of IM was
determined and described based
upon the transformed meaning
units and still within the attitude
of the scientific
phenomenological  reduction.
This was achieved through
series of questions to ascertain
expressions and meanings that
directly relate to IM.

Step 6

non-redundant meanings from the
perspective of IM, but retained the
concreteness of the situated
structures in which the participants
originally rendered them.

After the description of the
situated  structures  of the
transformed meaning units from
the perspective of IM, a general
description of the essential
structure of IM was presented
which this time, cuts across the
specifics of the situations in which
participants rendered them.
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5.2 Data analysis

Some points must be borne in mind before proceeditly this section. Given the

resultant volume of the transcribed text and sgawesiderations, only the interview
excerpts, as shown iAppendixes six and seveifrom the first two participants

designated as ‘P1’ and ‘P2’ will be utilized, wheappropriate, to exemplify and
illustrate steps two, three, four and five in myalgses of this study as a whole.
However, excerpts from the whole interview transgri.e. P1 — P8 will be employed
in presenting my final analysis, i.e. step six,vesl as the substantiation of my
findings, which are presented in the next chaptas. important to bear in mind that
excerpts from P1 and P2 were used simply to demadasbriefly how the elements,
l.e. the constructs for IM emerged from the datan¢e, it should not be confused

with the full analysis presented in later sections.

5.2.1 Reading to get a sense of the whole

The starting point in my phenomenological analysss reading the entire interview
protocol. This was done in order to discern or grie basic sense of the ordinary or
the original and situated descriptions of IM asagi#d from the participants. |
achieved this by working through the entire protppacking out information, but not
interrogating anything in order to avoid puttinggprature closure on establishing the
meaning units, which embody the next step. Afteesa of such readings in order to
get a sense of the whole, nothing more was dotf@sastage. | consider it impossible
to exemplify the significance of this step with tiee of interview extracts as a way of
demonstrating how | have developed ideas from #ta.drhis is because this step in

the analysis does not warrant or require furtheioacbeyond mere reading of the
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interview transcripts. The next analytical step waes determination of the meaning

units.

5.2.2 The analysis leading to determination of meag units

In this step, | divided the data into parts aftefies of reading iterations based upon
meaning discriminations. In line withGiorgi (19859, and as identified by
Polkinghorne (198 the outcome of the meaning discriminations wsmldished
‘meaning units’. | determined the meaning unitgégording each time | perceived a
self-contained meaning and being sensitive to agdan subject matter, a change in
themes and plots being described, signalling ofediht key terms or change in
activities or topics being described. | have deddhe meaning units by the slashes in
the transcribed data as shownfippendixes six to thirtegmwhich include excerpts
taken from the exact interview transcripts. Howewe mentioned earlier, | will use
only examples taken from P1 and P2 interview exsetp exemplify how | have
established the meaning units as well as how IMnphenon gradually began to

emerge from the data. Thus, in response to theigoes

What part of that experience would you considezrmal marketin@

P1 and P2 provide the following responses:

P1: | say | would all. I really would, because it's pHlrts and particle./l mean the
key bit is the communication side, | keep callingnternal communications.
Internal marketing is all about communicating tomple and getting people to
understand this thing about issues, the whole ide@ get them to have the
company running more efficiently, and keep providia better service to the
customer. At the end of the day, it's got to bevmpto it all./

18 The selected excerpts as shown in Appendixes Six to Thirteen highlight the relevant meaning units for
this study.
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P2: | think internal marketing is the big picture, asele my management they're
probably trying to keep me and that is their ainduse they lost a lot of time.
The first two years in my job you are next to neeful, they’re not making any
money out of you. So the longer they can keep ff®imore viable you can be to
them,/ but of course, it's not only keeping yout lalso being motivated and
committed to get up in the morning at 50’clock dodin Bristol at 80’clock to
speak to your customers, to be there for your ocwsts and to get this
commitment and get this motivation./ Nokia of cayrdhey’re smart people, they
try to use this internal marketing, it's a tool them to keep me smiling, keep me
happy and motivated/

In this step, | was aware and conscious of the-csifained meanings in the
participants’ descriptions, which meant that thepsallowed me to use my judgment,
as indicated by the slashes separating the meamiitg. Commenting on the
determination of meaning unit§olkinghorne (1989, p.33notes, “this is not an
automatic or technical process; as it requiresrdsearcher’'s judgement.” In other
words, | constituted or determined the meaningsuthitough my personal engagement
with the data, i.e. transcribed interview protocbhis implies that my disciplinary
perspectives played a key role during this stefhéndata analysis. However, | took
care in order to ensure that my personal or thealebiases were not arbitrarily
imposed on the original descriptions as expressegaticipants. Therefore, the
‘meaning units’ that finally emerged after this pess retained the participants’
specific and contextual expressions of IM phenomemathout my theoretical
influence. It should be recognised that the meanings are derived from the
constituents of the phenomenon, not elements,dhttie constituents retained their
identity as contextual parts of the participantpedfic experience of IM. As
Polkinghorne (1989 clarifies, elements are the decontextualised, dantextless,

discrimination that results from a reduction ofoastituent.
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5.2.3 Analytical transformation of meaning units into disciplinary expressions:
Staying within the phenomenological reduction, thig time adopting the disciplinary
attitude, | first transformed the determined ‘megniunits’ into my disciplinary
language at this stage of the analysis. Thattignsformed the participants’ original
expressions into management and marketing expressigthout distorting the
original meanings of such original expressions.seeansformed meaning units were
concise third person expressions that made expiieitmplicit aspect of the original
‘meaning units’ that relate to IM. Essentially, éstribed the determined meaning
units, as in step two above, in such a way thatnnga within such expressions
relevant to IM domain were stated more explicitin other words, these
descriptions/transformations, although retaininge tlituated character of the
participants’ original expressions, were my equewss of the original ‘meaning
units’. Thus, the resultant transformations fromstlstep in the analysis are
exemplified below using the responses from P1 d@htbRhe question What part of

that experience would you consider internal marigi

P1 response | say | would all. I really would, because it's gharts and
particle./ mean the key bit is the communicatiades!| keep calling it internal
communications. Internal marketing is all about conmicating to people and
getting people to understand this thing about isstiee whole idea is to get them
to have the company running more efficiently, aeebkproviding a better service
to the customer. At the end of the day, it's gdid@ point to it all.

My disciplinary expression P1 asserts that the entire experience constitutes
for him the whole idea of internal marketing./ Rilicates that the key area of the
experience was the communication aspect, whichaje, shey keep referring to
as internal communication in his company. He asddt internal marketing is

all about communication and the dissemination fufrimation, as well as creating
awareness amongst people within the business &r eedmprove efficiency and
create customer value. P1 admits that ensuringmestvalue is the major focus

of the business.
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P2 response | think internal marketing is the big picture, asske my
management they’re probably trying to keep me hatlis their aim because they
lost a lot of time. The first two years in my jaluyare next to not useful, they're
not making any money out of you. So the longer taeykeep you, the more
viable you can be to them,/ but of course, it'samdy keeping you, but also being
motivated and committed to get up in the morningQ@itlock and be in Bristol at
80’clock to speak to your customers, to be thereybmur customers and to get
this commitment and get this motivation./ Nokizairse, they’re smart people,
they try to use this internal marketing, it's a ltdor them to keep me smiling,
keep me happy and motivated

My disciplinary expression P2 states that internal marketing is the broad
picture and emphasized that the intention of hiegany was to retain him as an
employee, given that he was less useful to the aomjn the first two years of
his employment. Therefore, P2 asserts that theelotige company can retain an
employee the more such employee is able to worktaaded for the company.
More so, P2 asserts that the company also aimsotivate employees so that
they are committed to satisfy the customers’ neé&tisis, revealing that P2 is
obviously aware that organisations should do mbemn tretain employees but
ensure that employees are equally motivated andmitbed to satisfy their
customers./ P2 states that his company attemptsséointernal marketing or
rather, as he perceives, internal marketing isféactéve tool that his company
uses to keep him satisfied and motivated

The full text of the above transformations or mgaiplinary expressions is shown in
Appendixes TwandThreerespectively, as presenting them here will undntyrease
the volume of this section. In the appendixes, lama was used to distinguish the
participants’ original expressions from my disamglty expressions. Thus, the column
on the left shows the participant's exact expressiand the column on the right
shows my disciplinary expressions, which reflect digciplinary meanings of such
participants’ original expressions. My disciplinaypressions are rendered according
to the discriminated parts, as representedAppendixes Six and SeverMy
disciplinary expressions retained their situatecrabters given that participants’
original descriptions, although often full of ordily expressions were still rich in

meaning.
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This step in the analysis is at the centre of #scdptive phenomenological analytical
method, as this was where the original interviewtgrol was first subject to the
phenomenological reduction. That is, the firstamse in which | transformed the
participants’ everyday language into my disciplintanguage with the help of free
imaginative variation. | used the process of freaginative variation to determine
what remained unchangeable after series of alb&xato the participants’ expressions.
Free imaginative variation was useful in discovgrand articulating the meanings
being ascribed to the IM phenomenon by participant$ in revealing its essences as
presented by such participants. For instance, mbeaseen from the above interview
extract, there is explicit reference by P1 and &dectively to constructs, such as,
‘internal communication’, ‘motivation’ and ‘commitmt’, which form key parts of
the conceptual IM structure that eventually emengethis study, as represented in

figure 6.1 in page 303

In addition, my disciplinary expressions were acpbshed without imposition of my
personal or theoretical biases, but rather throagheflective process involving
sensitive readings of the participants’ originapeessions. AgGiorgi (19853 and
Polkinghorne (198pidentify, such disciplinary expressions did natain at the level
of linguistic expressions, as does the traditia@itent analysis, but focuses on the
experience, i.e. the investigated phenomenon telwthie language refers. In other
words, the transformations went from the partictpa@veryday linguistic expressions
of IM phenomenon to my redescription by utilisirgrhs appropriate to management

research.
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5.2.4 The analysis leading to the determination of the sicture of IM

Still within the phenomenological reduction, theeyipus analytical step that ended
with heightened sensitivity to the field of IM warsthis step followed by determining
the situated structure of IM. Again, | used fremginative variation, a8olkinghorne
(1989, p.5% observes, to “imaginatively stretch the proposeehsformation to the
edges until it no longer describes the experienu#gedying the participants’ naive
description.” In other words, unlike in the prewsostep, | used the process of free
imaginative variation to interrogate and themag&aeh of my disciplinary expressions
in order to discover what was truly essential alibam in terms of the operating IM
dynamics. In this sense, also different from thevigus step, | brought to bear on my
disciplinary expressions the underlying questiod/anobjective of this whole study
l.e. ‘what is the meaning and structure of IM?’ Ea@me a meaning or theme
emerged that addresses the above underlying gnestd/or objective, | redescribed

such themes as they directly relate to the focuMagihenomenon.

This meant that there was a constant scrutiny eh&diled my going backward and
forward from my disciplinary expressions to the tiggwants’ original expressions,
and asking, ‘what was truly being described in tiamsformed meaning units?’ and
‘what was truly essential to understanding the igisary sense of IM in such
transformed meaning units’. Then, ascertaining iatvwere contained in my
disciplinary expressions were an accurate reflactad the participants’ actual
expressions vis a vis the IM phenomenon. Such cegiens however, retained their
situated structures and/or characters. The whajeoge was to enable me to discover
and articulate precisely the meaning of IM as esged by the participants and to

reveal its explicit disciplinary form as presentgdparticipants.
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In articulating such situated structural meaningsttempted to avoid the use of
theoretical jargons or terminologies as much asiptes Rather, | applied creative and
reflective use of language at this stage of thelyaimin a manner to present a
verifiable redescription that explicitly capturdsetmeaning and structure of IM,
which in fact was contained in the original express. The reflective use of language
involved my careful and sensitive readings of dip@ant’s expression to answer the
questions, ‘what is truly being described in thecdminated unit?’, and ‘what is
absolutely essential to understanding the importMfdynamics operating in such

discriminated units?’

A sense of themes emerged naturally from followihg above process, and such
themes reflected an aspect of meaning within mgiglisary expressions that was not
immediately apparent, but obtained through my susth engagement with the
protocols and a rigorous process of reflection andginative variation. | sought
instances of each theme in the original protoaois, if there was nothing contributing
to the topic in the discriminated and transformewitsy | passed over such
discriminated and transformed units. This ‘passowger’ is an established and
acceptable behaviour in conducting descriptive pheanological analysis. As
Polkinghorne (1989, p.94emarks, “Even though the subject’s original digsion
has been given in response to the research questimften contains sections
unrelated to the question. If there is nothing Exphbout the topic in a meaning unit,

the researcher can pass it over.”
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Again, as shown in step 3 above, in exemplifyinig #nalytical step | will employ my
disciplinary expressions using the responses frdmamd P2 to the questiokiVhat

part of that experience would you consider intenrmalrketin@. Thus:

My disciplinary expression P1 asserts that the entire experience constitutes
for him the whole idea of internal marketirg.

| have ‘passed over the above aspect of the dmicated unit given there was
nothing contributing to my understanding the impoitIM dynamics operating in

such a discriminated unit. See appendix Four, nmgaumit 18.

Continuing with my disciplinary expressions:

P1 indicates that the key area of the experience tha communication aspect,
which he says, they keep referring to as intermahimunication in his company.
He asserts that internal marketing is all about ooumication and the
dissemination of information, as well as creatinggapeness amongst people
within the business in order to improve efficieaey create customer value. P1
admits that ensuring customer value is the majou$oof the business

My determination of the IM structure : There was a view that the internal
marketing experience was all about ensuring intemacand information

dissemination amongst employees, which was requirecbrder to create

customer value.

My disciplinary expressiornt P2 states that internal marketing is the broad
picture and emphasized that the intention of himgany was to retain him as an
employee, given that he was less useful to the @ayrip the first two years of his
employment. Therefore, P2 asserts that the lonigercompany can retain an
employee the more such employee is able to womkt@sded for the company.
More so, P2 asserts that the company also aimsdtivate employees so that
they are committed to satisfy the customers’ ne€las, revealing that P2 is
obviously aware that organisations should do mdrant retain employees but
ensure that employees are equally motivated andnitted to satisfy their
customersg
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My determination of the IM structure: From the experience, it was
perceived that internal marketing involves the masitools that the company uses
to retain its employees, but more so, there wasdtien that the company should
aim to motivate employees and ensure that they wenamitted to satisfy the
needs of their external customers

My disciplinary expression P2 states that his company attempts to use
internal marketing or rather, as he perceives, ing¢ marketing is an effective
tool that his company uses to keep him satisfiedraotivated

My determination of the IM structure : There was awareness that internal
marketing can be used to achieve employee saitmfieabd motivation

This above process was repeated until | felt thgihbusatisfied that the emerging IM
themes, e.g. motivation, commitment reflected innagch detail as possible the
participants’ experiences of IM. Themes arisirapfrthe above process formed part
of the next analytical step, which were renderethaslescriptive written statement of
essential and non-redundant meanings that comstiet structure of IM. Thus, using
the same transformed meaning units from the exeegathered from P1 and P2 the
determined structure of IM that emerged from timalgtical step is fully presented in
Appendixes FouandFive respectively. The column on the left shows my gikicary
expressions, as in step 3 above, and the columthemight shows the determined

situated structure of IM.

5.2.5 The analysis leading to the synthesis of transforndemeaning units:

Having determined the situated structure of IM legescribing my disciplinary
expressions as explained above, my next analydiegl was to synthesize and link the
redescriptions together into a descriptive statemein essential, nonredundant
meanings relevant to management research. Sudfdrared meaning units relate to

each other and to the sense of each participamtésview protocol, as illustrated
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below using excerpts from P1 and P2 respectivdiyg 3ynthesis of the transformed
meaning units, as in the previous steps in theyamsalof this study continues to
include the correctness and the specifics of theason in which the participants
experienced and rendered their experiences of idvever, this particular step unlike
the previous steps, specifically answered the guestWhat is the experiential

structure of IM in management and or marketing &eas it presented itself to this
participant in this particular situation?’ Agairs & the foregoing, | have used only
the excerpts from P1 and P2 interview transcriptdltistrate the syntheses of the

transformed meaning units:

Synthesis of transformed meaning units for P1:

Through a project on internal communicatibfollowing complaints about lack
of communication between departments, P1 deschizfiM] experience and
its importance to interdepartmental interactionthini the organisation. He also
uncovers through the project that employees lackumagerstanding of their
individual responsibilities within the business.vig become aware of this, P1
says he was motivated along with other colleagaesrge the directors of the
company to lead the way in putting in place prog®nnels of communication
across the business. Such awareness grew evegestrarhich, as he describes,
entails creating internal awareness of organisatiavbjectives as well as
encouraging the idea of employee involvement intwha business aims to
achieve. In retrospect, P1 notes that the packagiolglems, which his company
encountered in the past could have been preveatkeétployees been provided
with the right information and the relevant tramito enable them to undertake
their tasks. Nevertheless, P1 attributes the pacgayoblems to the employees’
lack of information as to whose responsibility iasvto train them. P1 affirms
that the project on internal communication was abtuhis experience of
internal marketing, although he admits it was bereferred to as internal
communication within his company. P1 implicitly ogmises that from the
experience, internal marketing involves employeesiolvement with the
company’s activities as well as how to disseminatermation within the
company. However, one of the key aspects that esdefiggm the experience
was the need to provide better training so thatleyees could have a broad
knowledge of activities across the business as agelin understanding of their
respective responsibilities, their customers andtvguch customers want from
the company. P1 envisages that thé][experience would signal a new cultural

19 The shaded parts in the data transformations as shown in steps 5 and 6 under sections 5.2.5 & 5.2.6
exemplify how the links have been made between the ideas I have developed and the data. That is, how the
constructs for IM emerged from the data.
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direction within the company, and thinks that sachew direction was one of
the anticipated outcomes of the experience. Howeavgéremphasizes that the
new direction could only be successful if it re@slvstrong support from top-
level managers, as such, a support was vital tdeimgnting the proposals
arising from undertaking the project. P1 demonsgraxplicit understanding of
specific criteria for implementing the key aimstbé experience. He manifests
such understanding by emphasising the need to erggagloyees with what the
company aims to achieve rather that just givingnthestructions without
explaining to them why such instructions were nsags Having established
such an understanding, P1 affirms that the propegguioach will ultimately,
engender integration and empower employees, edlgediae middle level
managers to handle the day-to-day running of tlenless despite his suspicion,
that more recently, organisations seem to be weaggermiddle-level
management positions. P1 states that the goaleoéxperience was to ensure
effective interaction between departments withire tbompany, which he
perceives should lead to better co-ordination o$t@mmer service for the
company. Based on such perception, and regardfesbai the theories were,
P1 describes his experience as individual involvenmethe strategic directions
of the business and to ensure that individualseanpowered with knowledge
and understanding of their responsibilities as wslthose of other departments
within the organisation, in order to enable themwiark together, especially,
between departments.

Synthesis of transformed meaning units for P2:

P2 describes hisINl] experience as instances in which organizatioms a
particularly, his company deploys various commuince tools, such as,
webcast, emails and PowerPoint presentations ieraoi@ communicate and
share information with him. P2 says that sincecbimpany desires to be seen as
a communication company, it tends to encourage gpeammunication amongst
its workforce regardless of their geographical tmse. According to P2, this
helps the company to provide their customers withilar brand experience
globally, in terms of customer service experierié2.perceives that such open
communication is an attitude within the company,iradividuals who appear
keen and able to relate with people from differ@nritural backgrounds are more
likely to be employed by the company. From beingu@nof the relevance of
training and interactions amongst individuals anrbss departments, P2 states
that training is taken seriously within his compaay it is vital to sustaining and
enhancing interdepartmental and interpersonal doation amongst
employees. P2 says from his own experience, tleatiims of the experience
were to achieve employee motivation and commitnaetdt that the company
uses various tools, such as, bonuses, paid hohdaybroadband services as
motivational and reward incentives in order to aghisuch aims. P2 illustrates
with an example of how his company rewarded hinhwitbonus at the end of
the year because he was part of a particular grejadier in the same year.
With such illustration, P2 affirms that bonus waseoof the features of the
experience, which his company uses in order to leeployees motivated and
committed to achieving customers’ needs.
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5.2.6 The analysis leading to the description of IM at tke general level:

A general structural description of IM was develdpieom the entire interview

protocol following the determination of the situdtstructure of IM. At this stage, |

left out the particulars of the specific situationsvhich the participants reported their
respective IM experiences. Rather, | focused upgmecs of the IM experience
included in the whole protocol that have a similaar descriptive of IM in general.

Although, the description at the general level doatsclaim a universal structure, it is
however, important to highlight that such genereddatiption claims general validity

beyond the specific situations in which each pgudict has rendered his or her

expressions.

In a departure from my previous illustrations, vbaused excerpts from the whole
interview transcripts in establishing how the vasoelements or constructs that
constitute the IM phenomenon emerged from the datthe general levé of the
analysis. This decision was necessary in orderdaigle a better frame through which
to understand the transituational structure of idttemerged at this stage. Thus, the

general description of the structure of IM is:

Internal marketing involves the ability of an orgaation to use various internal
communication tools, such as, webcast, emails, ogideand power-point
presentations in order to communicate and encoubage interpersonal and
interdepartmental interactions within the orgamesat Such communication
occurs at two levels - two-way communication andefto-face amongst all
levels of individuals within the organisation. IiMvolves a number of internal
activities namely; understanding the organisatitny way of individuals needs
and responsibilities being understood and intedrafiéh business needs through
the employee internal survey, and creating empkiyeavareness of the
activities of different departments within the mess in order to enable them to
cross-sell during their interactions with exteroastomers; management support
- by way of managers devoting time to listen to¢bacerns of every individual

20 Excerpts from the full interview transcripts as well as the illustrative transformations ate available in the
appendixes as indicated.
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within the business including providing them with@tional support. IM is also
perceived as a way through which employees camipowered to be able to
deal with the strategic needs of the business hedctistomers through the
provision of requisite training, exchange of infation as well as the use of
appropriate reward tools, such as, bonus, pramkawards in order to motivate
and retain employees within the organisation. Thera perception that since
employees are the ones who do the job, it is lbodimaensure that they are
empowered and motivated to do their jobs effecyivgl way of the organisation
removing any inhibiting factors that prevent emgleg’ maximum performance.
To this end, both empowerment and motivation aregdeed as elements that
bring about employees’ sustained appreciation efrtbeds of the business as
well as their commitment towards satisfying the ralleneeds of both the
internal and the external customers.

As can be seen from the various steps in the asalgs exemplified in steps two,
three, four and five, using excerpts taken fromaRd P2, | have derived the various
elements or constructs for IM structure, as represkindiagram 6.1, page 30fom
series of meaning transformations from the datahEsage of the analysis represents
a refined version of the previous step. In paréicuthe description of IM at the
general level highlights how elements, such asrimai communication, reward,
training, motivation, empowerment, interdepartmeirigeraction, understanding the
organisation, top management support and commitinaw emerged from refined

versions in a series of such meaning transformstion

5.3 The phenomenological findings — an outline

This section presents the findings from the phenmmiogical analyses of the
transcribed interviews. Because of the number wriews and the resultant space
considerations, only the elements i.e. the corgsgticonstituents that constitute the
essential structure of IM will be presented undhés section. Such elements represent
the invariant features of IM. Invariant feature® dhe constructs or features e.g.

internal communication, that remained unchangednwdagoarticular transformation
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has been applied to them. These features are deneom the constituent structures
l.e. the major IM themes contained in each situdtadsformations. An element
implies a contextless or decontextualised discratam that results from a reduction
of a constituent, which helps to describe the iavdrfeatures of IM phenomenon
across the entire protocol. Such a descriptionb&ined through the process of
phenomenological reduction and imaginative varmatiéor clarity, the rationale
behind organising this section around the gendehents of IM rather than the

constituent structures is further explained.

The features of IM phenomenon that remained inma&ross the different situated
transformations in the entire interview protocoleof overlap and imply each other.
Meaning that this section will unduly increase wlume if | were to describe each
constituent structure that refers to the same iamaifeature. Thus, for example, if
‘training’ is contained in different situated trdmsnations across the entire protocol
as part of the constituent structure of IM expezeent will be redundant to provide in
turn separate descriptions of each such constitstentture, when in fact ‘training’
has emerged, through reduction and imaginativeatian as an essential or invariant
feature of IM. This is in line with the flexibilityof presenting descriptive
phenomenological findings in qualitative reseaeshsuggested byiorgi (19853. He
emphasizes that how findings are presented froncrigize phenomenological
analyses very much depends on the audience witinvdr@ is communicating, as far

as the same essential or invariant features aregsgd in each case.
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With this point established, it should be notedt tthe invariant features of IM, as
represented inliagram 5.2below, which emerge from the entire interview poato

are interlinked. Each diagram indicates the nunabgrarticipants designated as ‘P’,
which alluded to and/or used such an element tordbeshis or her situated character

of IM phenomenon.

Diagram 5.2: Invariant features of IM with source

Diagram 5.2a Diagram 5.2b
The element of internal The element of top management
communication and source support and source
P1 P3
P2
P4
Internal P3
D Top Management
Communications P4
P6 Support
P5
P7
P6
P7 P8

P8
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Diagram 5.2c
The element of employee training
and source

P1

P2

P3
Employee Training P4

P5
P6

P7

P8

Diagram 5.2e

The element of reward and

source
P2

Rewards P3

P6
P7
P8

Diagram 5.2d
The element of commitment
and source

P1

P2

P3 )
Commitment

P4
P7

P8

Diagram 5.2f
The element of
interdepartmental co-
ordination and source

P1
P2
Interdepartmental
Co-ordination
P4
P5
P8

218



Diagram 5.2g
The element of empowerment
and source

P1

P3
Empowerment

P6

P8
Diagram 5.2i

The element of understanding the
organisation and source

P1
P2
Understanding
the
Organisation
P3
P8

Diagram 5.2h
The element of employee
motivation and source

P2

Employee
¢~ . .
Ps Motivation

P6

P8
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5.3.1 Internal communication

Internal communication appears prominently, andifferent facets across the entire
interview protocol as amongst the array of elemémis encompass the experiential
structure of IM. It is perceived as one of the impot ways of engaging and
involving employees in the activities of the orgation. Tools, such as, “webcast”,
“emails”, “PowerPoint”, “intranet”, “staff e-bullet” and “videos” were frequently
used to characterise the trans-situated featurggeshal communication as an aspect
IM experience. The above-mentioned tools are us@dinmunicate internally at both
interpersonal and interdepartmental levels, as aglbetween departments within the
same organisation across geographical borders. rcglar instance of internal
communication as an aspect of IM experience thatrges within this cross-border
context is the use of emails by employees. It egtbthat employees across borders
deploy emails not only for exchange of informatiout also to render help to each
other “so that what | do for a customer in the UKjim be helpful for a customer in

Bulgaria or Holland or Denmark’Sge Appendix Seven: MUZ.

Other facets through which internal communicatioregges as part of IM experience
IS managers attempting to promote the company’s pesducts and services to
employees as well as setting the agenda for this daginess. This facet of internal
communication as part of the experiential structfréM is manifest in for instance,
the ‘Hurdle’ and the ‘DOFT’ (i.e. Deferred Openirigpr Training) experiences.
Described by P3, DOFT usually starts first thingha morning before his bank opens

for business to the external customers. During ‘DOEmMployees are shown some

21Direct quotations taken from the transcribed interview transcript have been used in order to illustrate and
buttress my discussion on findings. Where such direct quotations occur, they have been designated as
“Appendix X: MU/YZ”, where X stands for the relevant or particular appendix, YZ represent the
corresponding direct quotation or excerpt taken from the meaning unit.
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videos sent from the head office or the regiondicef Such videos, apart from
highlighting some security measures, which empleyeeed to be aware of within
their various branch locations, managers mainlyedde through such videos new
products and/or services the organisation intermlslaunch externally. During

“DOFT”, managers generally promote new products videos with the aim of

creating internal awareness of such products aséiwices as well as with an aim to
provide employees with the appropriate strategrebawv to market such products to

external customers.

Within the context of the “Hurdle”, internal commaoation emerges as part of IM
experience by way of managers using the sessisettout the agenda for the day’s
business. One senior manager says, “My internaketiag like really starts first thing
in the morning with the ‘Hurdle’ because you setiyagenda, and you're marketing
what you have to do for that day to get the businaght” (See Appendix
Thirteen:MU/2. During “Hurdle” sessions, managers first prasgployees who have
done well the previous day, but more so, theyeaediry employee what the business
needs to deliver on for that day. As the senior agen clarifies, “If | want them to
focus on loans for example, I tell them what l'oeking for, what sort of customers |
need them to get across to. So to me that's intemaketing” Gee Appendix

Thirteen: MU/2.

Internal communication as an aspect of IM expepeatso emerges as a way of
engendering a two-way face-to-face communicatiawéen top-level executives and
junior employees within the organisation. This [eatr facet of internal

communication is evident in public sector firmspedally, Local Councils, and
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manifests through “in-the-know’ briefingsSée Appendix Ten: MU)1 During such
briefings, the chief executive, his media team #mal various directors within the
Council sit face-to-face with different line managand heads of various departments
to discuss different issues affecting the orgamieafThe departmental heads and line
managers are mandated to go through ‘in-the-knavintp that emerge with their
various teams’ leaders and their subordinates, avkoin turn, encouraged to digest
such ‘in-the-know’ points and come back to theielmanagers if they wish to discuss
such points further. Participants perceive thahsan IM feature encourages face-to-
face discussions rather than just the informal Enim@tween top-level managers and
lower-level employees. This aspect of IM is alsocpared to enhance the flow of

communication across all sections of the business.

Essentially, there is a general perception tharinal communication is an IM feature
that ensures that everyone within the business the line of communication. This
would indicate that internal communication is ampexs of IM phenomenon that
ensures there is uninhibited flow of informatiomass the organisation. For instance,
internal communication is perceived to function tims manner in relation to
marketing events to both employees and the puBke (Appendix Nine: MUs/283
As well as in terms of helping employees to becaware of the internal resources
e.g. training, available within the organisatioattivould enable them to progress and

develop both “personally and professionallgee Appendix Ten: MU/)2
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5.3.2 Employee Training

Participants’ expressions of their IM experiencegjiently resonate with the notion
of employee training across the entire protocoler&his a general perception that
employee training is one of the ways through whibhis effective in ensuring
employee development across different organisdtiooatexts. Training is perceived
as crucial to getting employees to understand thdividual responsibilities and that
of other colleagues within the organisation. Aslvasl providing employees with the
opportunity to develop individual competencies layihg an overall idea of the entire
business as well as the needs of their externdbmiess Gee Appendix Six: MU/D)3
There is also “soft skills training”, in which thdea is to get everybody within the
business to “hold the mirror” in front of themsedvas a way in which inter-personal
communication amongst individuals within the orgation can be improvedsée
Appendix Seven: MU/B Although the features of employee training asaapect of
IM experience are multi-faceted, it emerges predamily in two facets in this study.
First, there is routine i.e. skills training, whishperceived as an on-going activity that
helps employees to carry out their tasks effegtivdecondly, there igd-hoctraining,
which is perceived as an intervention mechanisenithéd to encourage employees to

achieve a particular set objective e.g. sales targe

Training as an aspect of the IM experience thatrgesewithin the context of an on-
going activity are instances where employees aretiraoously provided with
information, skills and knowledge, as in for exaeygicorrect packaging” of goods
(See Appendix Six: MU/DL as well as the various products that the orgdiois is
selling. During training as aad hocintervention, managers aim to instil in employees

the confidence to use their special skills andit#sl to execute a particular business
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goal, as in for instance, meeting their sales targe hoctraining specifically serves
to provide employees with re-assurance and satiisfato achieve the kind of results
e.g. meeting sales targets to receive bonus, wthiely desire. By so doing, the
organisation intends to encourage employees taeaspivards being accepting and
staying satisfied on their jobs. In this sensening serves as a dual function of both
preventing employees from struggling with theirigissd tasks and ensuring that they
are happy and satisfied whilst undertaking suckstas other words, in IM, training
entails providing employees with accurate informatand the reassurance they need

in order to execute their job effectively.

5.3.3 Top management support

Top management support as an element of the IMrexpe emerges in different
ways. Senior-level managers attempting to impravendividual’s ability to achieve

desired results, especially, in situations in whselth individual is failing to meet

specific set targets e.g. sales, is one of theswssnior-level managers provide
support as part of their IM strategy. Senior mamagesually spend time with

employees by first praising their efforts and tipeaviding explanations as to why it
would benefit the individual as well as the orgatien if such set targets were
achieved. Beyond providing explanations, managersprbvide alternative ways

through which employees can achieve such set &r@efpecially, in situations in

which external customers seem less keen to resmmath employee’s sales efforts
resulting in the employee becoming frustrated i@ pmocess because of failure to

convince the customer, as in for example, sellieqy products or services.
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One patrticular facet of top management supportehegrges within this context was
an example given by one senior manager. The sen&rager describes how she
supported one of her subordinates who consistethtlyvers excellent customer
service but continuously fails to meet set salegets. According to the senior
manager, the employee’s mentality was such thabmess did not want to be sold
something. However, the senior manager assertshigaspent enough time with the
employee by first “building up the positives” in aththe employee has done right,
before proceeding with an explanation as to how #maployee could use her
customer service skills to achieve her sales tanfgete Appendix Twelve: MUs/1§2

The senior manager perceives that if the emplogeddadeliver an excellent service
to customers, then management should support thalogee to turn such skills and
ability into achieving her sales target by “givitigat member of staff support, making
the time for that person”Sge Appendix Twelve: MU)2 This resonates with the
philosophical stance of IM as a vehicle throughalihio provide employees with the

reassurance they need whilst undertaking theistask

Such a perception is linked to two other facet®pfmanagement support that emerge
as aspects of the IM experience. This entails mensalgeing attentive and keen to
address employees’ work-related needs. This mayiie1) managers being there to
listen and to deal with employees’ internal commisiand providing employees with
work related tools, for instance, training. And, (B)anagers making out time to deal
with employees’ emotional well-being, which, as oparticipant says, “may be
something bothering the member of staffs mind, sthimg that's happening at
home” Gee Appendix Twelve: MU/J)0A particular facet of top-management support

as an aspect of IM experience that emerges wittencontext of top-level managers
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addressing employees’ emotional well-being was secam which a participant

describes how she would have lost £8000 from theh@ase of her house.

The participant narrates how the money earmarkdaatse the purchase transaction
was not credited to the seller’'s account on theedydate of the exchange. This meant
that she was emotionally unstable at work and cooldconcentrate until the branch
manager intervened by asking her to take the daynarder to sort out her personal
problems. The participant concludes, “...really, Inicamever thank that manager
enough. May be that makes you work ten times hargen know, because the
manager was there for youdée Appendix Twelve: MU/)1This would indicate that
providing emotional support to employees couldlfitksad to the employees being
even more committed to the organisation given tieeeefeeling that the organisation

also cares about the employees’ non-work relatedsie

5.3.4 Commitment

From the participants’ expressions, the nature ahmoitment that emerges as an
aspect of IM experiences is mutually reinforcingicls nature of commitment is
entirely dependent on both the management and eegdo fulfiling desired

expectations, and thus, emerges in two forms - eysel commitment and

management commitment. For example, management itorant as an aspect of IM
experience emerges in the form of managers respgonabsitively to employees’

concerns as well as employees’ expectations of tleemmanagers, especially,
management taking sufficient cognizance of emplsyegeas and contributions

towards solving specific problems affecting theibess.
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A particular IM experience that emerges within th@ntext was an expression in
which a mid-level manager describes how he predgmaposal to the directors of his
company on how to address the lack of interdepartahe&ommunication within the
organisation. Although the implementation of thegmrsal would “cost money”, the
board of directors nonetheless, as the particigghtms, “are weighing things
up...and they are considering itS€e Appendix Six: MU Employees often
reciprocate such management and/or organisati@amamitment by being committed
to achieving the organisation’s goals. Since engxgyderive a sense of belonging
and confidence from realising that top managemanttast their ideas and ability to

make useful contributions in addressing specifabfgms affecting the organisation.

Another feature of management commitment as ancagpdM experience emerges
by way of management providing employees with tigpiration they need in order to
execute a specific event and/or project that istefrest to employees, but which may
not necessarily yield any financial gain for theyamisation. Such inspiration from
management comes by way of providing employees fathinstance, the internal
logistics in order to enable them to execute sigfag such events or projectSd€e
Appendix Nine: MUs/2-h It can also come by way of management makingtloeit
time for different individuals within the busine€3n senior manager agrees, and says,
“actually you've got to mingle with staff...get yobands dirty, and live by example”
since everyone is important to the success of thenbss $ee Appendix Twelve:

MU/3).
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Managers interviewed generally agree that committime to different individuals
within the business is crucial to the success eflibsiness as a whole. | see this
feature of management commitment from another semamager who says she makes
out the time to listen to her employees in ordeiatie@ on board their views regarding
a particular problem affecting their jobs or thesibess as a whole. Another senior
manager perceives that such managerial commitmeottvates employees, and
according to her, if done effectively, one coulellfso them [i.e.employegsthe
processes and the way to do it, then you could baseccessful result at the end of
the line” (See Appendix Thirteen: MU)7 Such management commitment can
provide the inspiration for employees to work notyoharder, but also, as another
participant depicts, to bBEommitted to get up in the morning at 5 O’clockddme in
Bristol at 8 O’clock to speak ...and be there for iyaustomers” $ee Appendix

Seven: MU/9.

5.3.5 Rewards

Another experiential structure of IM emerged by wafyorganisations deploying
various reward tools to motivate their employee kiance, especially, employees
who constantly achieve their sales targets as aglthose who deliver excellent
customer service. For example, “nice envelope”, nts®s”, “cake”, “praise and
recognition”, “awards”, “paid holiday”, “broadband'dinner in posh restaurants” and
“breakfast” encompass the frequent array of termgigipants used in describing
reward as part of their IM experiences. As implieom “bonuses”, management
reward employees with a bonus not just for undertplka project, but also for

achieving their sales targets. One participantesg®s the view that his organisation

pays two bonuses. According to the participangieéli a bonus for my sales, and | get a
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bonus for my service as wellS¢e Appendix Eight: MU/D)6 This would suggest that
organisations make an effort towards ensuring tharyone within the business

benefits from such a reward tool.

From participants’ experiences, there is a ceramse of satisfaction and motivation
employees derive from being rewarded with praise iecognition and award for

doing their jobs effectively. Managers recognisehsisense of motivation, and
therefore constantly devise forums, usually firshg in the morning, to praise and
present awards to employees who achieve and exctiea jobs as a way of

rewarding them. There is a perception however, thahagers also exploit such
forums to set the agenda for the day’s task as a®lto convey management’s
expectations of employees. Different facets of reMas an aspect of IM experiences

emerge within this latter context.

For instance, participants say senior managersliysise the first fifteen minutes of

every morning to praise and recognise anybody wasdone well the previous day
whilst telling them what is expected of them onalydbasis e.g. in terms of what
products to sell and what sort of customers toetangth such products. Nonetheless,
there is a perception that when such praise and/oognition are given to an

individual, “that person is on a buzz, because thak great! somebody noticed what
| did yesterday.”. (See Appendix Twelve: MU)3 This would suggest that when
reward is personalised the individual is happy rnwde willing to go the extra mile in

order to achieve set targets. The use of “buzzhis context can be understood to
mean generally a non-coercive state of employea$iusiasm that comes from high

spirits towards undertaking a particular kind atfi\aty.

229



In other words, the distinguishing feature of redvaemerging in my
phenomenological findings suggests that rewardsuireqto be personalised.
Personalised rewards are perceived to give thez"™buahich in turn, makes the
employee feel special. In such sense, therefbeeindividual who receives praise or
an award feels great that somebody e.g. a managembntioned his or her name in
front of everyone and recognised the work he ortseedone well the previous day,

which could mean that the rest of the day woul@ Iseccess.

5.3.6 Interdepartmental co-ordination

Interdepartmental co-ordination as an element of dkperience is demonstrated
through the heightened sense of importance paatitgpattach to working together as
interdependent units, “instead of...being non-linkkggartment fighting each other”
(See Appendix Six: MU/26 There is a general sense amongst participaatsstith
co-ordination enables individuals to not only iafgrbut also get involved, and from
such interaction and involvement appreciate thetdimons of other departments
within the organisation. A number of factors gefigrarise from interdepartmental

co-ordination as an aspect of the IM experience.

As implied from the above, one participant expresseaccinctly that the sales
department, for instance, has to understand trenekb which they can pressure the
production department to build for instance, a glagunit of goods for a customer.
Because if production suspends everything to Qudtthat one unit, it may mean that
production could be pulled back. In the same whg, groduction department has to
understand that the sales department is not netggaeting pressure on them just to

pull them back, but because there is a possihitigt customers could sometimes
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demand that goods of a singular unit be deliveseduackly as possible. In the same
fashion, the accounts department has to be awatheottash flow needs of the
business, just as the human resource departmedt toeenderstand the particular
skills needs of the business in order to recruipes with such required level of skills

(See Appendix Six: MU/16

Interdepartmental co-ordination as an aspect oeXderience is also perceived to be
facilitated by the flow of information across theganisation. Particularly, there is a
perception that a substantial amount of informataod intelligence is exchanged
between the senior management and lower-level gragothrough interdepartmental
co-ordination. A particular IM experience that eges within this context is also

manifest through “in-the-know’ briefings”, whicheamonthly meetings that allow the
mutual exchange of information between top/mideélel-managers and lower-level
employees in the public sector. Thus, interdepamtaieco-ordination as an aspect of
the IM experience is perceived to stimulate andasnsome kind of cyclical process
in the line of communication within the organisati@d line of communication, which

ensures that individuals are working interdeperigeag part of a team and “delivers

on something that's crucial to that tearfe¢ Appendix Thirteen: MU)4

5.3.7 Empowerment

Interdepartmental co-ordination is not only of impoce to employees’
understanding of the functions and limitations dhewv departments, such an
understanding is central and underscores employgmwerment as an experiential
structure of IM phenomenon. Empowerment as an elenoé IM experience

manifests itself by way of keeping employees inedlwvith activities within the
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organisation in order to enable them to understahdt they need to do as internal
people, as well as provide them with the adequaxtel lof training they require in

order to execute their jobs effectively.

Adequate training and involvement provides the @yg#s with the ability to come
up with innovative and new ideas on how to imprdve business as well as with
making the right decisions that will ultimatelytiséy the needs of external customers.
There is a general perception that employees woettbme more motivated in their
jobs from being empowered, as the individual becomere confident to deal with
issues that may affect the external customer. feust of empowerment as an aspect
of the IM experience emerges in different ways. @aeticipant illustrates that by
being empowered, he was able to help customers ‘tvédve come in, and they're
paying £900.00ih repaymenfisa month, and | have reduced it to £400.00”, which

meant that the customer went away “a lot bettér(&fte Appendix Eight: MU/1)3

Such an IM experience creates in employees a sérmdonging and confidence that
their organisation can trust them with taking respbilities and with making
decisions that directly benefit the external custmmwithout intervention from their
line managers. Such sense of belonging and redplityss in turn, perceived to instil

a motivating effect on employees. This view is oborated by another participant
who says she was motivated from being capable lpirfgeexternal customers with
their overdraft requests. In this case, the pgadici says she was able to provide a
particular customer with an overdraft despite itween seeing other customers, such
that the customer “couldn’t believe how quickly &ve done it and managed to

actually get her sorted in such a little tim&eg Appendix Eleven: MUs/6:8This
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participant affirms she was in “high spirits” and deel “motivated” from being able

to sort out the customer.

As seen from the above, there is characteristialbense of motivation employees
derive from being empowered to take decisions thetctly affect the external
customer’s perception of value. Beyond this, empaveat is perceived to inspire
confidence and sense of belonging and trust, wharhes from employees’ feeling
that the management can rely on them to take redpbty for their job.
Organisations do recognise such a feeling, asdrebsdrom one senior manager who
asserts that they as senior management often etimatremployees are empowered
“because at the end of the day they're [employ&ss]people doing the jobs, and if
they can't...then the manager needs to know whaptbblems are” $ee Appendix

Thirteen: MU/9.

5.3.8 Employee Motivation

As implied from much of the discussions above, waiibn as an experiential aspect
of IM emerges in different ways. Rather than arasal feature of IM experience,
employee motivation is interlinked with other elertse such as, training and
empowerment, which emerge as part of the expeaiestiucture of IM across the

entire protocol. Particularly, employees are mdédafrom being able to take

ownership and responsibility in making certain dixis that affect their jobs as well
as the external customers’ perception of valuehSuoctivation generally comes from
knowledge of the job, which is derived from theoirmhation employees are given
including training as well as employee involvemémtwhat goes on within the

business.
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However, one participant describes how being ablarticulate the solutions to
solving different problems affecting the businesst joy being able to communicate
with other colleagues motivates thefe¢ Appendix Six: MUJB This would indicate
there is a sense of motivation that employees defium having a platform to
exchange views with each other in order to prowttategic solutions that may be
useful in addressing specific problems affecting tirganisation. Having such a
platform within the organisation leads to the engpks’ heightened sense of control
over what they do. Motivation also emerges as ae@f IM experience in the form
of management using various incentives, such amu¥’, “broadband”, and “paid
holidays”, which are reward tools used to keep eyges motivated. One participant
specifically points out that such incentives arhe“tinternal marketing tools” his

company uses to keep him “happy and motivat€d’e(Appendix Seven: MU/)O

In contrast, there is a sense that employees @sitdbe “demotivated”, especially, if
they got information concerning the activities telg to the organisation from
external sources rather than their organisationpa#ficular facet of motivation as
part of IM experience that emerges within this eahtare situations in which
organisations, especially public sectors firms,ariek to provide information first to
external sources, such as, the media, before eegdosire able to get hold of such
information. One participant summarises, “it's ad@motivating that | can’t find out
or be told ..information before the papers gets hold of §&¢ Appendix Ten: MU)3
Such perception would indicate that de-motivatibremployees is just as important
factor to be aware of as employee motivation. Fsoich a finding, it is suggested that
demotivation (of employees) is not polar opposftenotivation. Since, as | have seen

from the above, the absence of what leads to ntadivae.g. incentives, does not
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necessarily lead to lowering of demotivation, astihio constructs can have different

sources of occurring.

5.3.9 Understanding the organisation (cross-functionaegration)

Understanding the organisation as an element of elperience overlaps with
interdepartmental co-ordination. However, thera iserception amongst participants
that understanding the organisation facilitates prevision of customer brand
experience across the organisation regardlessogfrgphical boundaries. The idea of
understanding the organisation as an element otNhexperience emerges within
cross-border context, which arises from the exceaigiseful intelligence via emails
by employees within the organisation. The bensfihat it enables employees to offer
help to each other regardless of functional or ggaigical boundariesSge Appendix
Seven: MU/). Management reinforces such sense of crossiunadity by ensuring

that everyone understands his or her role withenattganisation.

Another instance of understanding the organisatioerges within a different context
by way of management making the effort to highlitie need for everyone in the
business to understand what everyone else is daspecially, the need for the front
office staffs to understand that the roles of thtes people “it's not just sales-
oriented” and that they are not “selling something the sake of selling it” §ee

Appendix Eight: MU/1). Rather, understanding the organisation is IMuesa which

enables organisations to create awareness amomggoyees regarding how they
could “improve themselves in their role and reabairt targets...and be happy in
doing it” (See Appendix Eight: MU/D)5 Such internal awareness is perceived as

way in which to enlighten different departmentst tthee sales team for instance, aim
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to see ways of improving the overall customer egmee on behalf of the

organisation.

Apart from creating internal awareness along cfasstional boundaries,

understanding the organisation emerges in anottren fn the current study. This
manifests itself by way of understanding individliaheeds through conducting
employee interviews. A particular feature of untemding the organisation as an
aspect of IM that emerges in this form is the gatigeof intelligence concerning the
issues facing various individuals and departmenithinv the organisation. One

participant describes the usefulness and the lsrerising from such an employee
survey as helping to creating an awareness ofsthees confronting his organisation,

which constitutes part of his IM experience.

Describing how his company tackled the problem atkl of departmental
communication facing the business, the participsays they had to re-interview
employees from different units of the business whiy felt would give them
“honest answers” as to why problems were occuriimgthe organisation See
Appendix Six: MU/9. From the participant’'s perception, the resporfsesy such
employees were useful in helping them to tacklepittdlem of lack of departmental
communication affecting the organisation. From aantishg such an internal
employee survey, the participant says, that theyakggrealised that as a workforce
“nobody knew who their boss was” in terms of “whjgérson was in charge of which
other person”$ee Appendix Six: MU/G This would suggest that without conducting
an employee survey, it might be difficult for theganisation to create an awareness of

the difficulties it faces, especially, if employegibit lack of responsibility towards
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each other because they lack the knowledge of their individual responsibilities

within the organisation.

5.4 Summary

This chapter has provided the basic phenomenolograysis of this study as well as
illustrations exemplifying how the constructs féd lemerged from the data. It also
outlined the phenomenological findings that emeryech such analyses. This study
now moves to the next chapter to present the fgelims a whole in relation to the

findings of other existing IM studies with convemtal research methodologies.
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Chapter Six

General Consideration of Exploratory Findings and Dscussions

6.0 Overview

This chapter presents the exploratory findingshi$ study as a whole vis a vis the
findings of existing IM studies. Since this is firat phenomenological based study in
the domain field of research in IM, my discussioiii raw upon a wide range of
other relevant management literature relating éoalements or the invariant features
that emerge from the phenomenological analysisotstitute the structure of IM.
Drawing upon a wide range of the literature is 38aey in order to highlight areas of
divergence and convergence between this studytniys and the findings of other
existing IM studies with conventional research mdtilogies. My frame of
presentation is organised mainly around the nieenehts that emerged to constitute
the IM structure. The chapter also presents a sgigtof the operating IM dynamics

from my phenomenological findings.

6.1 Internal communication

There is a fair amount of similarity with the curtgphenomenological findings and
previous IM studies with conventional research modthogies as they relate to
internal communication. Several studigsg. Rafig & Ahmed, 1993; Brookst al.,
1999; Lings, 1999; 2000; Conduit & Mavondo, 200hyed & Rafiq, 2003; Belkkt
al., 2009 have explored IM from its close association witternal communication.
The general emphasis that internal communicati@owages a two-way and face-to-
face interaction amongst employees within the dsgdion is indeed one major point

of similarity between the current phenomenologitatlings and such existing IM
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literature. In the current findings, face-to-facedatwo-way communication as a
feature of internal communication manifest in tlaune of interaction between top-
level executives and junior employees through thangle of “in-the-know’
briefings” and “staff e-bulletins” See Appendix Ten: MUs/1, 2 & 5 -).6lt also
emerges through the use of internal communicatioolsf such as, “emails”,
“webcast”, “PowerPoint presentationsSee Appendix Seven: MUyland “DOFT”

(See Appendix Eight: MU)2

Top-level executives supplying information and a@rigational policies to various
departmental heads and line managers, especialhyhlic sector organisations enact
“in-the-know’ briefings” which emerge as a featuoé internal communication.
Essentially, internal communication from what | eh& from the experience of “in-
the-know’ briefings” seems to be a cycle that fegsisif within the organisation. “In
the-know’ briefings” engenders a two-way communarat strategy within the
organisation, since there is a perception thatyewelividual in the organisation gets a
chance during such meetings to have a direct pafrstommunication with each
other, especially, with superior others who makeigiens that generally affect the
wellbeing of the organisation members. | obsenig filom the rationale behind such
briefings, which is designed to “encourage fackate discussions”, as one participant

points out Gee Appendix Ten: MU)L

“Staff e-bulletins” as a feature of internal comruation emerge as a way in which
employees, especially those in large public sdatms can create their own profile of
work colleagues with whom to establish two-way tietaship. This then enables them

to share personal information and track developmevithin the organisationSge
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Appendix Ten: MUs/5-h As with the current findingsZonduit & Mavondo (20011

for instance, recognise that there is a two-way roamcation that often occurs
between managers and their subordinates withithanisation. They highlight that
such pattern of communication not only enhancesagament support, but also
allows employees to receive feedback from theiresops on how to improve their

job performance.

Internal communication is vital to the functioniofj any organisational activity and
crucial to internal market orientation (IMO) cukuwithin the organisation. In this
sense, the current study found that internal conmeation is interlinked with inter-

departmental interactions and inter-departmental-ordmation within the

organisation, aslaudeet al, (2003 also found. They note that without individuals
within the organisation being able to communicatth wach other, co-ordination of
any internal and/or cross-functional activitiesfas less likely to be effective. The
inter-link between internal communication and indepartmental co-ordination is
evident from the example of “City Direct”. ‘City Bct’ functions as another way of
improving two-way communication that makes inforioateasily “accessible” within

the organisation, especially, in public sector &rnfAccording to a participant, it
enables people to “log on and find who you needriow and what you need to

know” (See Appendix Ten: MU)3

This study also found that organisations launchmegv products and/or services
usually create awareness of such products amomgptogees via videos, which
emerged amongst the array of tools that charaetémt®rnal communication as an

aspect of IM. By being aware of a company’s newdpods and services, employees
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become familiar with the benefits of such new prdwand/or service as well as the
marketing strategies that could be deployed in etarg such new products/services
to external customers. As the current findings shamv order to ensure the
effectiveness of such internal communication sgygtenanagers often use audio
visuals, such as, videos to get their message satoothe employee workforce. One
participant provides an illustration with his expece during the “DOFT” sessions,
which serves as a forum for setting both employdagjets and communicating
selling strategies. During DOFT, managers often uskos to drive their IM

initiatives in order to make employees aware of peaducts the company intends to
launch in the external marketplace as well as thyaapriate strategies employees
should use in targeting potential customesse Appendix Eight: MUs/2 -)1This

would suggest that IM could be deployed as a mastmathrough which to create

effective internal awareness of new organisatipnajrammes and products.

As is evident in this study’s findings, organisasogenerally employ various internal
marketing techniques in order to communicate witipleyees and to encourage the
mutual exchange of information across the orgawisatSeveral IM studiege.g.
Gronroos, 1985; Rafig & Ahmed 1993; Broek al., 1999; Lings 199P echo the
above findings. For instance, in highlighting a ogptual similarity between the
current findings and the existing IM literatur®afig & Ahmed (1993, p.224
particularly identify that organisations use a widgiety of techniques and media to
communicate their IM programmes with employees ireprom “oral briefings and
company newspapers to corporate videos.” They esigphaeffectiveness as
paramount in co-ordinating the use of such varmramunication techniques as part

of IM strategy, which can be achieved through foliops and setting up contact
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points. This aspect of my phenomenological findalgo echoessronroos (198p
Gronroos identifies that managers use internal comcations tools, such as, audio
visuals, to inform and equip their subordinateshwite right level of skills and
knowledge. This relate to knowledge about new pectsland new ways of engaging
external customers in interactive marketing funciio order to get such customers to

accept new ways of doing business within the ogian.

Although internal communication in the context bist study’s findings strikes a
notable chord in different ways with the findingsextant IM studies. However, my
findings on internal communication echo the findingf other management studies
without IM focus, but which address the issue déinal communication vis a vis
organisational life. For instanc&aunders & Thornhill (2003@mphasize that ‘good
two-way communication’ is crucial to the pivotale®f line managers in engendering
a climate of trust and fairness within the orgatmisa Therefore, two-way and face-
to-face communication as a feature of internal comication as evident in the
perception of “in the-know’ briefings” could prowdthe platform through which to
engender a climate of trust and fairness withindilganisation. Especially, in terms of
negotiating such employees’ issues as remunergbbnflexibility and employment
contract, ag3erry (198) particularly identifies. This reduces externdluances, such
as, Professional Bodies/Associations, since sutiraaf negotiation places greater
emphasis on direct communication with the individaa some IM studiese(g.

Collins & Payne, 1991thighlight.
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The use of internal communication tools to enco@ragtwo-way communication
resonates with a particular accord as an expesiemil structure. There is a
perception that through such two-way communicatiamdividuals can access
resources, such as, information on training prognas) which are available in the
organisation in order to acquire knowledge andsskib as to be able to reflect such

knowledge and skills “in customer-facing situatigéee Appendix Ten: MU/11)

In separate IM studie§rook et al., (1999 andLings (1999 recognise the notion of
‘internal suppliers’ and ‘internal customers’ conmzating with each other within the
organisation. These studies emphasize that an tangoaspect of IM campaign
involves communications between departments oretloginating in the hierarchical
structure of the organisation and directed at mlpleyees. Although the notions of
‘internal supplier and the ‘internal customer’ awt specifically emerge in this
study’s findings, they however, highlight that tb@mmunication employees receive

through “emails” and “webcasts” generally origin&tam the management hierarchy.

Indeed, one participant makes the point in therwdgs that in his organisation,
management tend to communicate and share informaiithn employees using “web
cast”, “PowerPoint presentations” or “emails”, atitht such information is often
received “via management lineS¢e Appendix Seven: MU/1However, such an
interactive attitude tends to occur at two levelghiw the organisation — the
interpersonal level and the interdepartmental legal attitude summarised by one

participant as equally occurring across geograpbigalers (seeection 5.3.)L
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As shown in this study’s findings, previous IM segl(e.g.Gronroos, 1985Tansuhaj
et al.,1987; Collins & Payne, 1991; Ahmetlal.,2003; Ahmed & Rafig, 2004 Lings,
2004; Gounaris, 2006stressing internal communication as an imporéspiect of IM
resonate with my phenomenological findings. Thegsst that internal communication
is part of the IMO i.e. IM measurement construett tmanifests itself through the use
of reports, videos, presentations and formal mgetias a way of strategically
communicating with employees. In a quantitativedgtof IM measurement,ings
(2009 found that an internal communication strategyilitates rapid acceptance of
organisational directives and behaviour change iwithe organisation. Central to
Lings (2004 is the view that internal communication strat@gyallels the concept of
dissemination of information in the external marlest identified byKohli & Jaworski

(1990.

From the perspective of external marketikghli & Jaworski(1990 argue that for an
organisation to adapt to external market needsotiyanisation must share market
intelligence as well as communicate and dissemisaté intelligence across relevant
departments and individuals within the organisatlongs (2004 concludes that the
same level of internal communication occurs betweanagement and the employees
as well as between managers about the wants ards réeemployeesAhmed &
Rafig (2003 echo similar sentiments, but draw a parallel witie external
communication strategy. They argue that IM appilicet involves ‘crafting’ internal
communication strategies to parallel with extenmarketing communication so that
advertised promises can stand better chances g befilled to the required level of

performance, as | observe in the DOFT sessiBas (\ppendix Eight: MUs/2 -).1
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Although obvious similarities are evident betweka éxisting IM studies with more
conventional research methodologies and this ssufiydings in highlighting the
importance of internal communication as an aspédMo there are some areas of
divergence. One area of divergence between therdufindings and the majority of
the existing IM literature (e.gGronroos, 1985Collins & Payne, 1991; Rafiq &
Ahmed 1993; Varey, 1995; Brooét al., 1999; Lings 1999; Ballantyne, 200t
highlighting internal communication as an importa#pect of IM relates to the
notions of ‘internal supplier and ‘internal custerh Although these two notions
appear prominently in the majority of previous IMdies, the current findings do not
find a similar equivalent to emphasize the natdradividuals that engage in internal

communication activities within the organisation.

Another area of divergence is the notion that maélcommunication provides the
avenue for collecting information relating to emy@es’ needs and the segmentation
of such needs, dsngs (2004 andGounaris (2006; 200Q&laim. Whilst the current
study found that internal communication as an agpéal aspect of IM is useful in
ensuring that everyone is in the line of commumcatsince information is
disseminated across the business, it does noffispdlgipoint to the segmentation of
employees needs. The general perception howevergerg in this study’s findings
is that internal communication enhances cross-fonat dissemination of information

similar to the findings ohRhmed & Rafig (200BandLings & Greenley (2006

In sum, this study’s findings highlight the dynarpiocess of internal communication

as an experiential structure of IM occurring acrgesgraphical boundaries through

the use of various vehicleS€e Appendix Seven: MUs/1 &.ZThis is very much like

245



the use of different media in an external marketogtext. In external marketing,
communications are used to set expectations andheeds are satisfied, and tends to
be unidirectional. In contrast with IM, communicatiis bidirectional, and is used to
set targets, provide and enhance information taraong employee skills, awareness
and performance. Of utmost importance is that Withl see a “reciprocal exchange”,
in which employees receive information from manager improve sales as well as

provide feedback.

6.2 Employee training

There are both points of convergence and divergbatigeen this study’s findings on
employee training and the existing IM literature. my findings, training as an
experiential structure of IM emerges in two formsad hoctraining and routine
training. However, several IM studies (e@pnduit & Mavondo, 2001Ahmedet al.,
2003; Lings, 2004; Gounaris, 20p@enerally find that training is an element of the
IM concept essential to employees’ understanding tlodir roles within the
organisation. There is a general notion that trgnprovides employees with the

general/special skills they need in order to penftieir jobs effectively.

In the interviews, participants indeed perceivet ttraining is not only crucial to
providing employees with special skills to carryt their roles effectively, but it also
enables them to understand the roles of other iohais as well as have an overall
idea of the business. This perception is summabgeshe participant thus, “I need to
get a better training system in place, so thatdvkmreverybody knows not just their
jobs, but that they’ve got an idea of the busined®st | do, who are customers are,

and to understand really what are customers wamh fus” Gee Appendix Six:
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MU/13). This aspect of my findings is particularly in aod with Conduit & Mavondo

(2001). They found that training assists employees weltiging a holistic view of the
organisation by providing them with an understagdhthe role of each individual in
relation to other individuals, their various fumcts within the firm, as well as

customers’ expectations.

The findings of several IM studies (e.gings, 2004; Lings & Greenley, 2005;
Gounaris, 2006as in the current findings similarly identigd hoctraining as an
aspect of IM. This is aimed at providing employeath specific skills in order to
improve their abilities in executing particular @tions within the organisation. One
particular area of similarity is withings (2004 and Gounaris (2005 who identify
training as response behaviour in their operatisatbn of the IM measurement
construct. Such a view of training is evidenthe turrent findings. | see training as
response behaviour from the experience of a sem&grager who describes how she
trains her subordinates “on their job all the tim®/ making the time to have a
dialogue with them on how to improve their effeetiess, which ultimately motivates
employees $ee Appendix Thirteen: MU/3Although there is a considerable degree
of similarity between the findings of the abovedsts and this study’s findings with

regard toad hoctraining, one area deserves attention.

Unlike Lings (2004 and Gounaris (200§ this study found that apart from training
that occurs in form of management response behawi@ining emerges in form of a
tool used to engender employee reassurance asthstitin in order to enable them to
do their job. This would indicate there is a petan that employee training could

sometimes be an impromptu activity aimed at empmgeand motivating the
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individual to trust in his or her own innate ald# to achieve desired expectations.
One could suggest that such training is usuallywigedl on a-need-arise basis and
targeted at the individual with an aim towards egung such individual not only with
some specific and/or specialist skills and abditibut also as a form of confidence-
building exercise in order to achieve a particuket objective. This throws
new/additional insights not captured in previous #tWidies, as further explained

below.

In IM, part of the role of training is to build $lki to do the job, but also part of the
role of training emerging from this study’s findsxguggests it is used to inspire a
‘sense of confidence’ in the employees that theycapable of doing their job, and to
make them feel valuabl&ée Appendix Twelve: MUs/6 9).7This is indicative of the
nature/philosophical stance of IM that differetesmit from other rational approaches
e.g. HRM, which tend to view training predominantly terms of equipping
employees with the individual competencies to dbate to achieving a work
objective and as part of a work system that dedivar the result sought. From my
findings on employee training, it is evident thisits focus is not just on employees as
explicit, rational beings, but also focuses onghkgchological/emotional wellbeing of
employees. Hence, this suggests the need to stdfy om the traditional focus of
training people purely as rational entities, but donsider them from rounded
viewpoint. That is training offers not just skiledelopment i.e. rational premise, but
also re-assurance in being capable of doing thei.jmbemotional/psychological

premise.
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Another form of training that emerges from my fings that is not evident in previous
IM studies is “soft skills training”. During suclnaining, individuals are told to hold
the metaphorical “mirror” in front of themselves asvay in which the organisation
aims to improve (internal) communication betweafividuals within the organisation
(See Appendix Seven: MU/5There is a benefit arising from such trainingoag
becomes sensitised to the need to communicateothtrs just as one would expect
others to communicate with one. Although no mentbrsuch soft skills training is
evident in the previous IM studies, such trainiag de beneficial as a way in which
harmonious interpersonal relationship can be erseddwithin the organisation.
Since there is a perception that from harmoniotesprersonal relationship; employees
will possibly begin or strive to communicate moggeoly with one another in a much
more effective manner. This view is implicit $#later & Narver (1995 who from the
perspective of external marketing assert that itrgifacilitates the internal exchange

of values, as trainees are required to transfesiesdiknowledge to others.

Similarly, as inAhmedet al., (2003, the current findings reinforce the importance of
routine training as a continuous process in em@syeareer development. Such
routine training unlikead hoc training is elaborate and often designed to equip
employees, especially new hires, with the requiméatmation, the knowledge and the
requisite skills they need in order to carry owditleveryday tasks successfully. | see
this form of training from the experience of prawigl employees with continuous
training and information on the procedures for tberrect packaging” of goods as
one participant describeS€e Appendix Six: MU/11)Such training is crucial, as one
would expect that the packaging of goods, for imsta in manufacturing companies

might vary considerably according to the externalstomers’ specifications.
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Therefore, it becomes necessary to provide empsogeertinuously with the accurate
information and the requisite training in order énable them to undertake such

variable tasks without difficulty.

Referring to routine training as an IM strategyngs (2004 andLings & Greenley
(2009 specifically identify that by managers trainingy@oyees very often, it helps
managers to develop generalist and specific skillerder to identify and understand
the wants and needs of individuals within the bessn The idea, according to the
above studies, is that from understanding the needmployees, managers would be
able to design jobs as strategic solutions to fgais such individuals’ needs.
However, the current phenomenological findings le@nployees’ routine training as
an essential part of an on-going overall orgarosali commitment towards getting all
individuals within the business to understand téferent responsibilities. | observe
this from the perception of the participant whoeatssthat training is provided as a
way of ensuring that all category of employees havevell-rounded idea and
understanding of the activities within the businassvell as customers’ expectations

(See Appendix Six: MU/13)

Thus, would suggest, &ang & Chan (2006also emphasize, that training is required
at all levels in the organisation hierarchy in artteequip all level of employees with
the knowledge, skills, and abilities they need irden to meet organisational
challenges as well as their own individual goalsl @ommitments. Organisational
commitment to employee training also entails promgdraining to new organisation
members i.e. the trainees through internal traasfar from experienced members i.e.
the trainer. Such nature of training can be vergative, especially, when the

acquiring individuals who might use or be affectdthe new knowledge can view
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each piece of information and knowledge acquirea imuch broader context. That is,
when new member(s) can feedback questions, amphiy modify the acquired
knowledge from such training in order to providewnensights for better
organisational well-being. In this sense, suchamtf employee training begins to
enhance a pattern of understanding and knowledgrengibetween the trainer and the
trainee, in which both believe that the trainingdl Wwelp improve both their individual

and organisational performance.

The notion of employee training within the contextthis study’s findings certainly
bear on enhancing individual performance as a pathw achieving organisational
performance, which can be achieved from interraaidference of knowledge. Since
arguably, the trainer devotes not just time, bumieitment to the trainee’s well being.
The above views reflect the attitude of the manader describes how she spent time
to train her subordinate on how she could meetdades targetsSee Appendix
Twelve: MU/1). There is a perception amongst the participamas this pattern of
training is increasingly becoming common and acdaptin organisations because of
its perceived benefits in terms of cost efficienapd for enhancing internal

transference of organisational valuesSaser & Narver (199precognise.

Other studies without IM focus connect with thidtpan of employee training. For
instance,Wang & Chan (2006 situate this pattern of employee training wittain

context in which the individual/s i.e. trainee agdantify the potential use for the new
knowledge exchanged and/or acquired. That is, wthentrainee can perceive or
perceives the effect of the new knowledge on hikerjob performance, and when

such trainee recognises the usefulness and theansle of the training in solving
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work-based related problems. In such sense, assthidy’s findings show, the
underperforming employee, as implicitAppendix Twelve: MU/1 can only begin to
recognise the usefulness of such new/acquiredingdkmowledge when she can use
the acquired knowledge to target external custormedsactually begin to achieve her

sales targets, which ultimately yields both indinatiand organisational benefits.

6.3 Top management support

The current findings show a fair degree of simijawith a handful of studies (e.qg.
Conduit & Mavondo, 2001Ahmed & Rafiq, 2003; Belkt al., 2004; Schultz, 2004
that have examined top management-employee redaiijon as an aspect of IM
function. However, it is important to establishsfirthat top-management support
within the context of this study’s findings must bederstood as a management
activity separate and distinct from organisatiormlpport. Studies, such as,
Eisenbergeet al., (1990), Wayneet al., (1997) and Bell et al., (2009 clarify this

distinction and therefore, lend themselves to tiveent findings.

Eisenbergeet al., (1990 identify that organisational support is a geng@eiception
of the extent to which an organisation values apleyee’s contributions and cares
for his or her well-beingBell et al., (2004 draw a distinction between organisational
support and supervisory support, and argue thaanisgtional support entails
providing employees with necessary resources inerortb perform their
responsibilities effectively as well as engendereamironment in which employees
are likely to feel better about their jobs and décomes required of them. In contrast,
Conduit & Mavondo (200)Lsuggest that top management support is linkesktoor

managers encouraging requisite behaviours amomnggkogees, and as role models,
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demonstrate dedication to employees’ concernstasia customers. SimilarhBell
et al., (2009 define top-management (also supervisory) suppsrthe degree of

consideration expressed by immediate managerspenasors for subordinates.

Aspects of the above views are evident in the oarfiedings. They emerge in the
perception amongst participants that IM entailslesgl managers making the time to
listen, provide support and to deal with employeedated issuesSge Appendix
Twelve: MUs/9-11) As in the current findingsBell et al., (2009 found in a
guantitative study of twenty thousand employeeshiwita retail organisation
comprising 130 stores, that support from top marsagdten reinforced positive
employees’ relations. Such positive employees'tiaia in turn, were found to have
strong relationship with employees’ level of job tiwation and commitment to
customer service. Supportive supervisor-employedatioaships are often
characterised by greater communication and rolenitieh. Consistent with the
above study, my findings suggest that top managsupport enhances employees’
job performance and keeps employees motivated amindited towards achieving

organisational goals.

Whilst Bell et al., (2004 highlight that linked with such top-managerialppart,
friendly work environment, clarity in both role @&tion and communication leads to
such employee motivation and commitment. This stddynd that employee
motivation and commitment, as features of top-manant support unfolds through
emotional dialogue between managers and their diraies. | see evidence of this
emotional dialogue from the experience of the pgdint who says she was motivated

and committed because her branch manager suppuetely taking the time out to
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understand her personal needs and gave her theftlay order to deal with such
needs. The participant affirms she developed ahbtengd level of commitment to the
organisation $ee Appendix Twelve: MU/11)n this case, it is useful to highlight that
the problem involved was unrelated to the emplaygad functions, but the nature of
the problem was such that affected her emotionabilgy and well-being in

functioning effectively on her job.

Such finding suggests that there may be variatiorthe nature of support that top
managers are expected to provide in order to atardwightened level of employee
motivation and commitment to organisational goatdthough the majority of
previous IM studiese(g. Bellet al., 2009 have yet to recognise the mutual benefits
arising from such positive emotional dialogue enmgygas a feature of top-
management support in this study’s findings, somugliss however, highlight the
attitude of IM towards providing employees with d@mpal support within the
organisation. For exampleAhmed & Rafig (2003, p.1194recognise that IM
scrutinises the “rational” and “emotional” contertthe reality of the corporate life in
order to create “packages” to meet employees’ ne@dshighlighted in the literature
review (see section 2.7.Zand seen from much of my findings on top-managémen
support as an experiential structure of IM, byusoising and responding positively
to employees’ emotional wellbeing, managers catuin, expect to have employees

that are motivated and genuinely committed to achgethe organisational goals.

Evidence from my findings suggests that emotiongppsrt as a facet of top-

management support - an IM feature, appears to l@avar greater impact on

employees’ disposition to become committed to tlgawisation than the conventional
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management support. Emotional support therefarea particular feature of top
management support emerging in my findings as grecasof IM that is not

recognised or picked up much by previous IM studigth conventional research
approaches. This is a significantly new/differerdaywof viewing top management
support as an aspect of IM, which negates to & laxtent criticism from past studies
(e.g.Hales, 199%that suggest that IM is purely exploitative. Thesemphasises the
point made earlier on employee trainingsgaction 6.2 that IM looks not only to

rational aspects, but also addresses the emoti@ilabeing of the individual.

Some studies however, link top management supporara aspect of IM with
employee commitment. For instanc€onduit & Mavondo (2001 find that
management support reflects the everyday orgaomticommitment to involving
employees in planning, paying attention to emplsyaed being responsive to their
suggestions in order to attract the desired levetomnmitment from them. Such a
notion is represented in the IM dynamics of empbogemmitment and motivation,
which are frequently associated with top-managenseipport as an aspect of IM
experience. Similarlyschultz (2003 observes that top-management support infuses
the required level of attention and commitment eeefiom employees in order to
drive an effective IM function in organisations.e@tly, therefore, rather than as
isolated element of the IM structure, top-managdmsupport as part of the
experiential structure of IM must be understoodhimitthe context of its strong
association with the elements of employee commitraed employee motivation as

seen from much of my discussion.
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6.4 Commitment

It emerged from the current findings that commitin@s an aspect of the IM
experience is a mutually reinforcing behaviour soog between management and
employees within the organisation. Commitment oscwhen management fulfils
certain desired employees’ expectations and vicgavd herefore, commitment as an
aspect of the IM structure emerging within the eanhtof this study’s findings
presents two facets — employee commitment and neamagt commitment. On the
one hand, management commitment as part of IM éq@e¥ emerges as instances in
which managers respond positively to employees’'dseand concerns using
appropriate motivational incentives and showing athnetic behaviour. Such
management behaviour manifests when managers camond&ate sufficient
understanding and recognition of employees’ needsadrtain circumstances by
encouraging them to be motivated and committed tdsvaachieving specific
organisational goals. On the other hand, employeegprocate such management
behaviour by being committed to achieve such osgditnal goals. This is because
employees perceive that such management behagi@wiay in which management

demonstrates that they care about them.

Again, | see this facet of reciprocal commitmenteegmg from the participant who
asserts that she became much more committed beltausenager gave her a day off
to deal with her personal problerSge Appendix Twelve: MU/11More so, | see
reciprocal commitment from a participant who sdyat this company uses different
motivational incentives to get him committed to woly be there for the customers,
but also on time §ee Appendix Seven: MUs/§:9This would indicate that IM
demands “reciprocated commitment”, which relatesklia the specific nuance of IM

philosophy as non-exploitative. IM asks/demandst theanagement give their
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commitment i.e. management must give in order teive it back, which must be
more than incentives. This aspect of the findisgadeed particularly consistent with
Ahmed & Rafiq (2008 who recognise that management commitment to @yepk’
needs and concerns is a necessary condition tactta reciprocal employee
commitment to organisational programmes. Therefae,in the current findings,
reciprocity of desired expectations occurring betwenanagers and their subordinates
Is integral and critical to commitment as a key elsion of IM phenomenon evident
in this study. Consistent with this viewthmed & Rafiq (2003, p.11§2emphasize
that such reciprocal behaviour reinforces the “eyal reciprocity”, which relates to
“both [i.e. management and employgearties fulfilling certain desired expectations.
That is, when the organisation can demonstrateith&icommitted to its employees,
only then is it likely that the employees wouldpesd in kind and become committed

to the organisation’s overall success.”

From my discussions, there is reason to suggesteth@loyees derive a sense of
belonging and the willingness to do the organisesidbidding when management
behaves in a desired manner. From a participang’eption, such employee
willingness manifests itself when management caongeise the importance/value of
every individual and make out ‘time’ to listen tach individual within the business.
Such perception would indicate that making out timeindividuals is an essential
ingredient that management needs to take on boaad effort to engender employee
commitment. By so doing, management is signallmg@uveryone within the business
that they are regarded as important in the taskcbieving the overall aim of the
organisation. Such management behaviour has thenfmdt of engendering an

environment of mutual trust between managemeneamaloyees, in line withhmed
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& Rafig (2003, p. 1181who remark, “IM processes must be conditionetiust: trust
in the leadership, trust in the processes and mystad specifically, trust in the

“rules” of the game.”

Echoing the above is the view from other managemtrties without an IM focus,
which highlight the importance of trust in organisaal life. Within this,Saunders &
Thornhill (2009 anchor employees’ feelings of trust on the cohoémrganisational
justice, but particularly on a triangular taxonoral Trust — Mistrust — Absence
(TMA) in which there is a perception that employ®ds have stronger feelings of
trust in the system are more likely to have lowlifes of mistrust within the
organisation. Although the above study deployscitvecept of organisational justice
as a framework through which to explore the nobéremployees’ feelings of trust
(and mistrust in organisations, its conclusions resonate vhil study’s findings on

employee commitment.

For instanceSaunders & Thornhill (20Q4emphasize the importance of employers,
particularly, line managers, continuing to provataployees with information beyond
the initial justification for decisions made, aslwas being sensitive to employee
needs, especially, during change implementatioa way in which to engender trust
in the system, as emphasized Aymed & Rafig (2008 Indeed, such managerial
effort would require that managers invest a greatl df time in order to provide such

information, as this study’s findings suggest.
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However, unlike such previous studies, this studlyidings go further and elaborate
the benefit arising from management being sensiivé committed to employees’
needs. From the interviews, a senior manager pasé¢hat employee loyalty is a key
benefit arising from management commitment to eyg#oneeds, apart from the
antecedent perception of having a motivated woddoAccording to the participants,
if management make out the time to ‘talk’ and éistto employees as well as take
their views into consideration in strategy formigdat“you couldn’t get a better result
from them pmployegs because they got to be happy...and you can’t getuah

more loyal staff that way”"See Appendix Thirteen: MU)6

Other management studies (e@ondiut & Mavondo, 2001; Belet al., 2004;
Spreitzer 1996; Kirkmam & Rosen, 1999; Mewgtral., 2004; Shepherd & Mathews,
2000 resonate with the construct of employee commitnasra facet of commitment
emerging in this study’s findings, but expresseddifferent ways. Conduit &
Mavondo (200) for example, find that organisational commitmestpart of the
organisational dynamics operating in the relatigngtetween market orientation and
internal customer orientation (IMO), which is cafesied to be part of an IM
construct. They define such organisational commtmas a perceived alliance
between the individual and the organisation thatclmracterised by employee
involvement, effort and loyalty. Their study propsgshat employees exhibiting such a
strong commitment to the organisation are moreriadl to accept the organisation’s

objectives and values.
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However,Conduit & Mavondo (200)fail to identify the reasons as to why employees
exhibit such affective behaviour towards the orgation, unlike what is observed in
the current study through the lens of the partitipgho says she felt like working
“ten times harder” because her manager gave hataheff to deal with her personal
problems. Such failure marks a point of deparhe®veen this study’s findings and

such management studies.

As indicated insection 6.3Bell et al., (2009 find that employee commitment within
the organisation is brought about by top managem@nport. Similarly, in a study of
employee commitmenghepherd & Mathews (20Didentify that employees indicate
most frequently that support from the top manageénmnthe organisation is
responsible for fostering commitment towards thgaarsation. Employees’ feelings
of empowerment are also found to facilitate anda@k employees’ commitment to
the organisation Spreitzer, 1996; Kirkmam & Rosen, 199%imilar finding is
evident inMeyeret al., (2009, who find that empowerment practices and emplsyee
feeling of being valued and supported by the mamage particularly strengthens
employees’ (affective) commitment. The commonattyhe above-mentioned studies
and this study’s findings is a strong indicatioatteBmployees’ commitment occurs in
the form of a reciprocal action, which arises framanagement fulfilling certain
employees’ expectations. However, it is useful tawd upon the employee
commitment literature in order to buttress furttibe sense in which employee
commitment emerging in this study’s findings aseet of commitment can be better

understood.
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As seen from much of my evidence, employee commmtmeust be understood as
affective behaviour rather than compliant behavidaran affective sense, employee
commitment is driven by some responsive action bgnagement, usually by
management fulfilling certain desired employee etgi@ons as highlighted from my
discussion. Employee affective commitment in thategt of the current findings
certainly contrasts with employee compliant behavicharacteristic of employment
relationships under personnel management practtesontrol and command’.
Shepherd & Mathews(2000 argue that employee compliant behaviour is
characterised and sustained by externally imposedhanisms i.e. command and
control, which tend to generate reactive rathen §i@active employee behaviour. In
contrast, this study, as withonduit & Mavondo (200landAhmed & Rafig (2003
find that employee affective commitment is an ingised employee belief often
conditioned in high trust relationships between ¢neployee and the employer for

which the result might lead to employee loyalty.

Since employee commitment emerges in the curredirfgs as a facet of commitment
distinct from employee compliant behaviour, it [gpeopriate to clarify further the
difference between the two constructs. Such ctation is warranted from two
critical viewpoints. First, given the theoreticalnfusion that surrounds the notion of
employee commitment as a marketing construct, sleification would provide a
better frame through which to delineate and baiteterstand its notion within the
context of this study’s findings. Secondly, a dssion of this kind will distil

implications for management practice.
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Briefly, the research scope in employee commitnheastproliferated\ieyer & Allen,
1997, which has made its use as a marketing constmugtidimensional and
unsystematicNleyeret al., 2004. Employee affective commitment is posited as one
of the dimensional aspects of employee commitmilatyér & Herscovitch, 2001
There is a need therefore, to examine first thetidiensionality of employee
commitment in order to gain a better understandifigthe notion of employee
(affective) commitment as an element that emerges dacet of commitment to
constitute the IM structure in this study’s findsg\lthough this study cannot boast of
exhaustive attempt in fusing together the differeimhensions that comprise of
employee commitment, it recognises that the natioemployee commitment implies
“a force that binds an individual to a course ofi@t that is of relevance to a
particular target” within an organisatiorMé¢yer & Herscovitch, 2001, p.3p1
Employee commitment comprises of organisational mdment, professional

commitment, and professional (union) associationmitment?,

Organisational commitment involves an employee’sebén and acceptance of the
goals and values of an organisation, a willingnessvork hard on behalf of the
organisation, and also a strong desire to remaingbahat organisationBergmanret

al., 2000. Organisational commitment encompasses threegisshable employee
mindsets characterised by affective attachmenigatibn to remain, and perceived
cost to the individual for leaving an organisatiofhese different commitment

mindsets are identified as (1) affective or atiibadl commitment, (2) normative

2Bergmann ¢ al., (2000) identify that organisational commitment generally refers to a psychological state
that characterises employees’ relationship with the organisation for which they work. Professional
commitment trefers to an individual’s belief in and acceptance of the goals and values of a profession, a
willingness to abide by the ethos of the profession and to remain in that profession e.g. medical
practitioners. Professional association or union commitment is an individual’s commitment to the union or
association representing the interests of the individual’s profession e.g. British Medical Association (BMA).
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commitment, and (3) continuance or calculative cament (SeeMeyer & Allen,
1991, 1997; Allen & Meyer, 1996; Shepherd & Mathe2@0Q. In the context of this
study, employee affective commitment should be tstded as a constituent part of
organisational commitment i.e. an individual's telaship with his or her
organisation. For clarity and comprehension, eadh tie above facets of

organisational commitment as highlighted aboveiither explained below.

6.4.1 Affective or attitudinal commitment

Affective or attitudinal commitment is charactedsby three components, namely,
employee’s identification with the organisationyatvement in the activities of the
organisation and loyalty to the organisation.@$est(1995 notes, the nature of such
employee’s loyalty ultimately, translates into #rmaployee’s strong acceptance of the
organisation’s goals and values and a willingnessxert considerable effort in going
the extra mile on behalf of the organisation ad agla strong desire and aspiration to
maintain membership or remain in the employ of dhganisation. An employee’s
affective commitment therefore, means that the eygd identifies with the
organisation by taking pride in being a member bé& torganisation and the
internalisation of its goals and values. This dataipsychological absorption in the
activities of his or her role for the good of thgganisation, whilst his or her loyalty to
the organisation is manifested in affection for amaving a sense of pride and
belongingness for being a member of that orgamisgihepherd & Mathews, 2000;

Vandenberghet al.,2004; Guest, 2004
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Such employee affection is conditioned in a psyotickl state often defined by a
relational rather than transactional orientatiohjoly Roussea{1990; 199% implies

as developing gradually in the form of a partngrdietween the employee and his or
her employer. This psychological state consequédedigls to high employee affective
commitment, integration and identification with tbeganisation’s values/goals and
long-term commitment to the organisation. Withirstlsaunders & Thornhill (2006
point to the reciprocity that comes with such ergpt affective behaviour, which
they perceive as more than remunerative. Accordinghem, it incorporates the
employee’s beliefs and expectations of support flommor her employer, such as,

training and continuous personal and career dexsop.

6.4.2 Normative commitment

Normative commitment is characterised by the irdksed pressure to act in a way
that meets organisational goals, interests, andesalln this sense, the employee
exhibits behaviours simply because he or she nyofaélis this is the right way to
behave. The nature of normative commitment is baségly on the strength of what
the employee perceives as his or her personalatldigto the organisation and the
receipt of benefits that activate a need to recig® Gcholl, 1981; Wiener, 1932
This indicates that the nature of commitment todiganisation is not because of the
organisation’s induced pressure, rather, the natafe employee normative
commitment is derived from some moral burden theleyee wishes to avoid for not

doing the right things or doing things right.
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6.4.3 Continuance or calculative commitment

Continuance or calculative commitment is charasteriby a number of tangible
investments an employee may have made over theseairhis or her employment
with a particular organisation and the related egagnces e.g. costs of quitting the
organisation, together with his or her perceivest @mmpared to other alternatives.
This is evident when an employee declines an affdretter job alternatives because
of set of rewards, or @ecker (1960, p.32notes, “side beté®, which are tied to the
employee’s current job that makes it difficult féwim or her to accept new
alternatives (e.g. better job) elsewhere. In otherds, the greater the accumulated
costs, the more difficult it is for the individutd disengage from his or her current

job.

Thus, in the above sense, Bewell & Meyer (2003 observe, the employee’s
commitment to the organisation is defined by ao$ddtinding mechanisms that might
be lost if he or she accepts such perceived bethernatives. Such binding
mechanisms could include financial accruals, sughaapension, or a network of
supportive co-workers and friends. Therefore, tiidvidual is impelled to remain in
the organisation because he or she might condiderdst of building up such support
mechanisms elsewhere too high to bear. Within tleagement literature (e.g.
Saunders & Thornhill, 20Q6however, the nature of employees’ continuance or
calculative commitment has recently been linkedctmtextual factors in which
employees on forced temporary contréttas opposed to those on permanent

contracts, have been found to develop a more edical approach to their

2’The Side-bets theory as developed by Becker (1960) is based on the principle that over time certain costs
accumulate which make it more difficult for an individual to discontinue or disengage from a course of
activity such as working for a particular organisation or pursuing certain occupational careet.

2 Saunders e/ al, (20006) identify that employees in forced temporary contract are those previously on
permanent contracts, but forced into temporary positions because of changes in the organisation.
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commitment to the organisation than permanent eyep® This is because
employees on forced temporary contract is perceteeddopt a more instrumental
approach in re-assessing what defines the naturéh@f commitment to the
organisation. This could come by way of reintenpiggtheir psychological contracts
l.e. an individual's beliefs regarding reciprocdiligations, loyalty or motivation,

which ultimately reduces their sense of affectivenmitment to the organisation.

In sum, although the different facets of organ@l commitment has varying
degrees of implications for employee commitmentaw&ur, common to such facets
is the possibility of binding the employee to thrgamisation. In particular, regardless
of the target commitment, all three facets bind ¢neployee to a course of action
contained within the constraints of organisatioc@inmitment. Consistent with this
view, Meyer et al., (2004, p.99% note that “the likelihood of the employee being
bound to an organisation increases with the strergt his or her affective
commitment, and to a lesser extent, with his or f@mative commitment, and by
some implication, on the depth of his or her camimce commitment.” However, the
wider research (e.@¢/eyeret al.,2009 in employee commitment shows that affective
commitment is the facet with the strongest positetionship with employee job
performance and organisational citizenship behavidinerefore, such notion of
affective commitment relates closely to the findirgf the current study on employee
commitment as seen from much of my illustrations.this research, | find that

affective commitment is a key component of IM phaeoon.
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6.5 Reward

Reward as an experiential aspect of IM resonatdh wairay of terms, such as,
“awards”, “praise”, “bonuses”, “cake”, “breakfast’haid holiday”, “broadband” and
“dinner in posh restaurants.” These array of tergflect attempts to ‘cast a wider
net’ by organisations in their efforts to not ongward their employees but also
hopefully retain their workforce. Such organisasibaction within the context of the
current findings is perceived as management respdmshaviour, given that
employees often receive such array of rewards feothibiting certain requisite
actions or accomplishments that help advance t@nigation’s development towards
specific business objectives. Employees’ actionsaccomplishments include, for
instance, achieving their sales targets, providaxgellent customer service and

successfully contributing to a project in which tirganisation made significant gains.

| see reward as management response behaviourtfi@mparticipant who describes
how his company rewarded employees at the endeofélar for contributing to the
success of a big project in which the company mesatae profits. The participant
asserts, “For example, | did a big project at taet of the year, and the end of that
year | got a nice bonusl.got a nice envelope, and in there was a largeuamof
money, which was nice. That of course, is one efitibernal marketing tools thekif

company have” (See Appendix Seven: MU/10)

Organisations also reward employees for achievingir tsales targets and for
providing excellent customer service. As outlinadséction 5.3.5employees get a
bonus for achieving their sales targets as welfoagproviding excellent customer

service. Although employees generally get a sehsatsfaction and motivation from
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being rewarded, there is a sense in which managems@erceived to deploy reward
tools, particularly, “praise” and “awards” as anpopunity to exploit employees’
commitment by setting new targets for employeesan observe this from a senior
manager who says she uses the first five minutesyemorning to praise the
employees for having “done a fantastic servicdglHercustomer”, and at the same time
she is also “marketing” and “telling” employees whhey need the business to

“deliver on” (See Appendix Thirteen: MUs/1-2)

Reward in the context of the current findings clpselates to the qualitative findings
of Papasolomou & Vrontis (2006In their study of UK retail banks, they notettha
part of IM initiative, “most UK banks align corpdeaand individual goals via a
formal rewards system in order to instil confidence that the @&x&nergy that
individuals voluntarily invest will be reflected their performance appraisal and their
rewards”(Papasolomou & Vrontis, 2006, p.0)91Their study particularly highlights
that bonuses and short-term commissions are integrahe components of the
monetary rewards tools used internally by UK retdanks. According to them,
‘individual bonuses’ and ‘team bonuses’ are fredlyerused to reward the
performance of individual employees as well as teéardK banks in terms of sales
and customer service. Such findings resonate Wwélcturrent findings, as summarised
by one participant, “I get two bonuses. | get ausofor my sales, | get a bonus for my

service as well”$ee Appendix Eight: MU/16)

However, this study’s findings provide more insigagarding the nature of strategic

rewards that affect employee motivation. For insgarone participant asserts that the

bonus he receives because of his excellent custeergice delivery motivates him
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rather than the bonus he receives for achievingdliss target. Because, according to
him, “service is more my thing than overall saMgst of my sales come through my

service, rather than the other way rounde¢ Appendix Eight: MU/17)

Papasolomou & Vrontis (20)@lso claim that reward tools can often resultain
number of conflicts within the organisation inclagidiscouraging team building and
creating status difference between departmentahdemies. However, the nature of
conflict arising from reward, as the above studynid is not exactly similar to the
conflictual issues relating to reward that emengethis study’s findings. Although
there are some negative perceptions regarding dewanat is evident is intra-
departmental conflict e.g. amongst the sales teathmer than inter-departmental
conflict, asPapasolomou & Vrontis (200@laim. Describing the mood on the issue of
reward within his department, one participant saées team affirms: “the people who
get the best sales target aren’t the people who thel most customers”, as “people
who deal with just sales doa..lot of the times get a lot of complaints abougnth

because of their lack of servicE&ee Appendix Eight: MU/4&17)

Such a finding indicates that there is a percepti@t employees who are rewarded
for consistently achieving their sales targets may necessarily be providing the
required level of service to the external customgigen that their focus is on just
sales. This aspect of my finding is closest inuratvith the view byPapasolomou &
Vrontis (2006, p.192that the “customer-contact employee who aims tximise
his/her commission earnings is often not concemid the quality of the service-
production/delivery process.” Therefore, rather nthstatus differences between

individuals and departments arising from the usbasfuses to reward employeaes,
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Papasolomou & Vrontis (200@urport. Evidence emerging from this study’s firghn
suggests that there is a need for management $diserdifferent departments and not
just the sales force to the importance of providgupd customer service whilst
aiming to achieve their overall targets. A peraaptiaptly summarised by a
participant, “If | help themdustomerkmy services gets better, if | help them my sales
gets better” $ee Appendix Eight: MU/4) The notion of “help” used in this context
implies providing excellent customer service asagagg to mere scoring sales points,

I.e. selling products and services to externalausts.

Despite the substantial overlap between the cufredings and some of the above
studies relating to reward as an aspect of IM #ire¢ there are some elements of
divergence. Whilst the current findings specify thatures (e.g. bonuses, praise, and
awards) comprising of reward as a structural aspeli¥l experience, the majority of
the existing IM studies fail to identify the todlgat comprise of reward as an aspect of
IM. For instancelings (2004 and Gounaris (2006are particularly silent on what
tools constitute reward as a behavioural compooénhe IMO constructLings &
Greenleys’ (200pfindings however, suggest that reward shoulddmgihed to reflect
the employees’ notion of fairness in terms, rel@atio what they hope to put into the
organisation, vis a vis what they expect to getajut. The above view seems rather
narrow and unclear, as it leaves one guessing ati@n may be considered fair

and/or unfair in an attempt to reward the employeekforce.

In contrast, the current findings specify that redveomprises ‘bonuses’, ‘awards’ and

‘praise’ and also designed with employees’ wellRgein mind, in a way that such

reward tools can be viewed as part of an IM strsatdat can be used to keep
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employees “smiling”, “happy” and “motivatedS¢e Appendix Seven: MU/LOThis
aspect of the finding strikes a particular chordhwihorpe & Homan (2000, p.33
who identify that managers believe that they cameae certain desirable objectives
within the organisation by linking employees’ pagdareward with motivational
strategies based “on a set of psychological cdioms” Although the study by
Thorpe and Homan (20p@oes not focus on IM, the issues they raise icaythear
on the effect “praise” and “award”, as reward feas have on employees in relation

to their motivational and psychological wellbeiag,seen from my findings.

Similarly, Ahmed et al., (2003 find that organisations use rewards as a means to
motivate only those employees’ behaviours, actiamsl accomplishments that
enhance the advancement of the organisation tovepetsfic business goals. A view
somewhat echoed bihorpe & Homan (2000, p.32who, however, rightly identify
the need for detailed empirical research in thisaagiven that employees are
“beginning to be rewarded for the success of tlgamisation as a whole and their
contribution to it.” The above similarity in viewpds is pertinent, and raises some
important issues regarding the concept of rewargaas of IM structure. One such
iIssue speaks to this study’s findings and inclulesquestion as to whether there is a
causality between reward and employee motivatianthér issues that may arise from
the above-suggested relationship of course inclidieh particular reward tool/s, or

combination motivates employees the most and/oleths.

However, the evidence emerging from this studysdifigs on reward as an

experiential aspect of the IM structure can poowdrds the psychological benefit

employees derive when organisations use “praisd™awards” as a reward strategy.
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From the participants’ perceptions, praise and dsvars reward tools are widely
perceived to exert a more powerful influence onittigvidual, as the individual is on

a ubUZZ:QS

to go the extra mile for the organisatidgeeé Appendix Twelve: MU)3
The above findings reveal the distinguishing featof reward emerging in this
study’s findings as an experiential structure of IMndicates that reward needs to be
personalised in order to produce the desired eféécemployee motivation and

commitment.

| can observe this from the participant who sapsriafrom bonuses, “you’re allowed
to take your girlfriend out for a dinner in poslstaurants” or take a “holiday”, which
he asserts as part of the reward strategy to kegogees motivatedSege Appendix

Seven: MU/J. In marketing, what | like to do is make the auser feel special,

hence, why | segment and do market research. Aoasbg employees want to feel
‘special’, and that the management appreciate thiarts. Therefore, rewards by
themselves are good, but when personalised theyalalee to give employees that
‘extra “buzz” and meaning’, and thus, create a greasense of motivation and
willingness to go the extra mile. This is becaus®,one participant affirms, the
individual goes away feeling ‘happy’ and ‘greatathhis or her efforts are being

noticed and recognised by managemeé&rt(Appendix Thirteen: MU/1)

Nonetheless, this study’s findings do not distispuiewards tools from incentives as
some IM studies suggest. For examplemedet al., (2003 particularly distinguish
strategic rewards from incentives, and identifyttki@e distinguishing feature of

strategic rewards is their emphasis on motivatinty such behaviours, actions and

2 The term “buzz” in this context connotes a feeling of excitement, energy and motivation, which an
individual experiences when praised or presented with an award for having done an excellent job.
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accomplishments that help advance the organis&ieards specific business goals.
They emphasise that incentives include the basispstems which organisations use
to help establish the culture of rewarding the hess activities, behaviours, and
values that senior managers wish to encouragemilia organisation. Although such
a distinguishing feature is not precisely evidenthe current findings, reward as an
aspect of the IM structure that emerges within ¢batext of this study’s findings

clearly bears on the notion of strategic rewardslastified byAhmedet al., (2003.

6.6 Inter-departmental co-ordination

One element that emerges in the current findingsnaaspect of the general structure
of IM is inter-departmental co-ordination. Interpdgtmental co-ordination is an
important element of the IM concept that focusestlom ability of employees to
understand the activities within the organisationces there is a perception that
employees achieve such co-ordination by interaatiitly each other. One participant
makes the point that interdepartmental co-ordima¢iosures that “people are not kept
in the dark...so it's easier to operate because yolenstand where other departments
are coming from. You understand their limitatiotiseir issues so you can work
between it” Gee Appendix Six: MU/25) Similarly, there is a great sense of
importance attached to working together as a teahmnathe organisation, rather than
“being non-linked department fighting each othes"the participant summarisesee

Appendix Six: MU/26)

Interdepartmental co-ordination within the contekthe current findings is facilitated

through the exchange and dissemination of infownatacross departmental

boundaries. Through employee interactions, infoionats exchanged/disseminated
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and more readily accessible such that everyoneigetbsed in what goes on in the
organisation. | see such exchange of informatiansacdepartments during monthly
meetings between directors and senior managenanttfie participant who affirms
that issues arising from such meetings are excliawgh various line managers, who
then pass on the information to junior employeatertiepartmental co-ordination is
also manifest when “the directors speak to the $eafdtheir departments, the
department heads then speak to each other andniiisge information all the way to
the bottom of the business so that everyone getdvwed with what I're aiming for”

(Appendix Six: MU/1(). This would suggest that the co-ordination ofeint

departmental activities engenders some level ofolimment in organisational

activities at both the individual and the departtatlevels.

Indeed, this aspect of the current findings is tast with the view byConduit &
Mavondo (200). They suggest that the organisational dynamimtrdepartmental
integration facilitates interactions amongst empts/ and ensures that the necessary
information dissemination occurs between departmenthis implies that
interdepartmental co-ordination is perceived as&rdependent process that occurs
amongst individuals in a way that everybody is pafrta team, and delivers on
something that is crucial to the team regardlesslegartmental boundarieSde
Appendix Thirteen: MU/ This perception underscores the need for various
departments within the organisation (including fmistance, sales, production,
accounts and human resource departments) to ihtesttt each other in order to
deliver an overall customer value. Commenting orplegees’ interactions across
departmentsConduit & Mavondo (2001, p.)Gdentify that “Employees’ interactions

across departments provides a greater opportunitghe resources of departments,
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including customer and competitor knowledge, tocberdinated and integrated to

create superior customer value for customers.”

From the perspective of external marketing, issmerging from the current findings
on interdepartmental co-ordination eckohli & Jaworski (1990). They identify
interdepartmental dynamics as the formal and ingbnimteractions and relationships
amongst an organisation’s departments. They sughastsuch interdepartmental
dynamics constitute both negative and positivealdeis labelled interdepartmental
conflicts and interdepartmental connectedness céspy. Their notion of
interdepartmental connectedness as the degreemélfand informal direct contacts
amongst employees across departments in ordeciladte the dissemination of and
the responsiveness to market intelligence relatesctty to the current findings.
Although Kohli & Jaworski (1990 do not explicitly employ the term
interdepartmental co-ordination, the underlyinguaggtions and similarities between
their notion of interdepartmental connectedness thednotion of interdepartmental
co-ordination as evident in this study’s findings aore obvious than any perceived
dissimilarity. This is because both this studytsdings and<ohli & Jaworski (199)
show that the essence of such interdepartmentabniigis i.e. co-ordination
/connectedness is facilitated by the exchange heddissemination of information

across departments.

Gronroos’s (198)Lview that IM plays an interactive marketing fuoat within the
organisation as well ashmed & Rafigs’(2003 assertion that individuals within the
organisation cannot operate in isolation bear outhe element of interdepartmental

co-ordination emerging in this study’s findings.ofr Gronroos’s (1981, p.j1
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perspective, such interactive marketing functionuns when professional marketers
interact amongst themselves within the businesst fhore so, other categories of
employees, whose main job is not marketing or salggroduction, administration,
finance” engage in an interactive marketing functitn a similar veinAhmed &
Rafig (2003 suggest that such interactive function occursveeh departments when
IM begins to include all individual and organisai@ functions and activities that a
firm uses to create, develop and maintain apprtpiiger-linkages that result in the

delivery of quality expected by the final customer.

Despite the degree of overlap between this stufipdings and the existing IM
literature on interdepartmental co-ordination, ¢hes some evidence of divergence.
The perception that interdepartmental co-ordinat®ran interdependent process,
which appears prominently in this study’s findirdgges not find an equivalent in the
studies ofConduit & Mavondo (2001 Kohli & Jaworski (1990, Gronroos (198),
and Ahmed & Rafig (200R Unlike the above-mentioned studies which focus
primarily on creating market responsiveness by tstdading the marketplace and
customers. However, in my findings, | see that iddigon to marketplace
understanding, it is necessary to have “own” orgmional understanding i.e. to
understand the limitations and challenges facedtbgr sub-parts of the organisation.
Thus, interdepartmental co-ordination as an aspedM not only creates internal
understanding of organisational activities, bubdisks external responsiveness with
internal (considerations) responsiveness. Theseerliedthe key features of

interdepartmental co-ordination as part of IM.
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Like the current findings, botonduit & Mavondo (200Land Kohli & Jaworski
(1990 find that interdepartmental co-ordination couéi/é both negative and positive
implications for the organisation. The above stsdébel the negative implications of
interdepartmental co-ordination as interdepartmerdaflict, which arises from the
incompatibility of desired responses across departai units within the organisation.
Interdepartmental conflict inhibits favourable eanges that foster cohesion between
cross-functional units in the dissemination of ing#¢ market intelligence and
responsiveness to such intelligenéehli & Jaworski, 1990 Menonet al., (1997
particularly note that interdepartmental conflist usually a barrier to improved
operational outcomes. They suggest that potengakans for inter-departmental
conflicts could be traced to misaligned cross-fiomal goals and objectives, non-
market-based reward structures, and inconsisteattdies from the top, which often

manifest themselves in the form of turf battles dastructive self-serving efforts.

Interdepartmental conflicts could also arise fraetfunctional conflicts between and
across departments. Such functional conflicts exitere one department or
functional unit fails to recognise that other dépents and functional units may have
different priorities and emphasis in carrying doied goals and objectives. This calls
for a greater mutual understanding of differentadépental needs and limitations
within the organisation in order to deliver an @lkelcustomer experience, as one
participant summariseS$ée Appendix Six: MU/1D6 In contrast with the participants’
perception, Gilmore (2000 for instance,argues that the marketing department’s
expectations of the functions of HR department ioarfice functions may vary.
Although there is a tendency for one to assumedilifgrent departments within the

organisation may be pursuing common business gsct
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However, in some instances, this may not necegdagithe case. The HR department
and the finance departments’ views of marketingvéiets may have varying degrees
of perspectives respectively. For example, the etarg department's aim at
providing pricing incentives for customers, goodueafor money and consistently
seeking, if necessary, to redesign products/sesvicesuit customer needs may be
perceived and/or construed differently by the opena/HRM department as
inconsistent with the organisation’s business etjatWhereas the finance department
may consider such marketing activities/initiatigssuncontrollable and/or financially

non-viable.

6.7 Empowerment

Findings from the current study suggest therensed to empower employees within
the organisation in order to enable them to deliwganisational external promises
effectively. One facet of empowerment as an aspieldtl that emerges in this study’s
findings is the need to keep employees (as thenalkepeople) involved in the
activities of the business “so thesniployeegsknow what their targets are, they know
how to do it that they can feel the need to do($#ite Appendix Thirteen: MU/5)
Therefore, individual involvement can be understesda feature of empowerment
emerging in the context of the current findingstha@lgh there is a fair amount of
similarity between this study’s findings and a hfahddf existing IM studies (e.g.
Gronroos, 1981; Ahmeet al., 2003; Gounaris, 200Q6investigating the issue of
employee empowerment as part of the IM structt&]q & Ahmed (1993 is the

closest in nature to this study’s findings on emeowent.
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One major point of similarity between this studyisdings andRafig & Ahmed

(1999 is the emphasis that empowerment enables em@adyeexercise a certain
degree of discretion rather than absolute disaretieer their jobs, e.g. during the
service delivery process. In addition, the curremtings also show different ways
through which organisations can empower their egg#oworkforce. These include
providing employees with adequate training, enhaneimployees’ ability to come up
with new and innovative ideas on how best to dadrtfebs as well as use their
discretion to make the right decisions that wowdts$y the external customer. | see
such discretion from the experience of a partidpato says because he felt
empowered to make certain decisions, he was ahlediace a (external) customer’s
monthly repayment from £900.00 to £400.G8:=¢ Appendix Eight: MU/13)Such

element of discretion is perceived as encouragimgpl@yees to have a sense of

ownership of their roles as well as to take resiaityg for the design of their jobs.

Both this study’s findings, andafiq & Ahmed (199§ accentuate efficiency as one of
the key benefits organisations could derive frompewering their employee
workforce. Empowered employees are perceived te sastomers a lot of time, as
customers’ requests are not redirected to line gemsaor other superior officers
before such requests get the desired level of taitenl observe this notion of
efficiency from the experience of a participant whescribes how quickly she
processed an overdraft for a customer. Referringhto customer’s reaction, the
participant says, “She couldn’'t believe how quickljzave done it and managed to
actually get her sorted in such a little time3eg¢ Appendix Eleven: MU/6)This
aspect of the current finding particularly strikeshord withRafiq & Ahmeds’ (1998,

p. 38) view that “empowerment also leads to quicker oesg by employees to the
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needs of customers, as less time is wasted inrirefjecustomers’ requests to line

managers.”

There is also a sense in which empowerment is pexteo lead to both attitudinal
and behavioural changes in employees. Such attaildhanges include employee job
satisfaction, reduced role stress, less role antgigand employee adaptiveness
(Rafig & Ahmed, 1998 According toGounaris(2006, the behavioural consequence
arising from these attitudinal changes could leadan increased self-efficacy of
employees. However, whilst the current findings s emphasise such attitudinal
and behavioural changes arising from employee erapuent, they do however
highlight an attitude of motivation that arises nfroemployee empowerment. For
instance, there is evidence to suggest that empdoyge motivated from being
empowered to take actions that directly and paditiaffect the external customers. |
see such employee change in attitude from a paatitiwho describes how she felt
from being empowered to provide customers with tsmhs that would improve their
financial situations. According to her, “I did haaduzz that day because it was really
just motivating helping the customers and it wast goming in, and you know, | was

able to help them all” (Se®&ppendix Eleven: MU/S)

Indeed, senior managers recognise the positivectefiech a feeling of motivation
deriving from empowerment could have on employg#sperformance. For instance,
as one senior manager aptly summarises, “whaig dwke sure theyemployeédsare

empowered to deliver...because at the end of thetliayre the people doing the
jobs” (See Appendix Thirteen: MU/R) Therefore, employees’ feeling of

empowerment, especially, their ability to responietkly to the needs of the external
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customers is generally perceived to lead to empglaymtivation. Empowerment
enhances employees’ self-efficacy and their ability contribute in decisions
regarding the best ways in which to do their jolsseaident from much of my
discussions. This indicates that IM works at theeleof creating self-efficacy, which

emerges as a key sub-facet of empowerment congtrildt

From much of my discussion therefore, there is aea® suggest that employee
motivation could be derived from employee empowermas part of the IM
experience. | observe this from the experiencenotteer participant who says it was
by given the employees the discretion to come up solutions on how to tackle the
problem of lack of interdepartmental communicatiacing his organisation that they
got motivated. According to him, “it’s really frortihen on | got motivated that, by
being able to solving those minor issues just feitting down round the table’Sge
Appendix Eight: MU/8) This particular aspect of the finding is consisteith Rafig

& Ahmed (1999 andGounaris (200§ although expressed in different ways. Whilst
Rafig & Ahmed (1998 provide empirical support to suggest the notidmtt
empowerment leads to employee autonomy and deaisading influence as well as
freedom of employee actioriounaris (200% emphasizes that empowerment is a
structural component of IM, which ensures that ey@és develop their own self-
efficacy and abilities to take responsibility asytigain more discretion over how to

do their jobs.
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To buttress the foregoing, it would be useful ta pio perspective the notion of
empowerment construct in order to provide a bdteene through which to evaluate
the nature of empowerment emerging in the curreuirfgs. This is necessary given

the theoretical confusion that surrounds empowetmagia construct.

The empowerment construct, @snger & Kanugq1989 point out, is derived from
the root constructs of power and control in whichductive forms of organisational
power are derived from superiors sharing power emtrol with subordinates in
order to enhance effectiveness. The core elemeeimpiowerment involves giving
employees degree of authority and discretion tduémice decisions over certain
related tasks, especially, during employees’ imtéwas with customers. Consistent
with Conger & Kanugo (1998 the notion of empowerment emerging in the curren
study involves a process of enhancing employeessopal efficacy through
identifying conditions that foster powerlessnessl alismantling such conditions
through formal organisational practices and infdrteehniques of providing efficacy

information.

Morgan & Zeffane (2003 note that empowerment involves giving employees a
certain latitude in behaviours, for example, inithjeb design and job flexibility.
Empowerment refers to a high involvement managemethanism for generating
commitment so that employee behaviour is “primaskif-regulated rather than
controlled by sanctions and pressures externahdoiridividual and where relations
within the organisation are based on truétfood, 1995, p.p Such views speak

directly to the notion of empowerment emerginghis study’s findings.
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The empowerment construct within the context of gtudy’s findings is particularly
relevant toGronroos (199 notion of interactive marketingsronroosargues that
employees, especially, the contact persons, shaud the authority to make prompt
decisions in order to enable them quickly recovéical marketing situations in order
to achieve re-sales and cross-sales. Although awabw resonates with the current
findings, Rafig & Ahmed (1998 suggest that service recovery is another areaewvhe
empowerment plays a vital role, as a speedy sergmavery is essential when service
failure occurs, otherwise, external customers noage faith in the overall reliability

of the service.

In their study of empowermerBowen & Lawler (199 identify four basic ways in
which organisations could empower their (frontlineployees. In their view,
organisations should share information relatingtite organisation’s performance,
rewards based on the organisation’s performancewlenige sharing in order to
enable employees to understand and use new knosvledg contribute to
organisational performance, and finally, organ@atishould give employees a certain
level of authority to make contributions that shalpe direction and performance of
the organisation. As in the current findin@mwen & Lawler (1992 highlight the
need to provide employees with the ability (e.gcdgtion, authority, and/or freedom)

to make contributions that shape the direction@erformance of the organisation.

However, empowerment as an organisational tool cep of two-dimensional
constructs — relational and motivational construetsich are often used ambiguously
in the management literatur€éonger & Kanugq1989 suggest that empowerment is

equated commonly to employee participation or ddieg, which makes its
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understanding in the management literature somewbatusing and ambiguous.
Hence, further clarification of the empowerment stouct within the context of its

close association with this study’s findings idealfor.

There is a notion of empowerment as a relationabktract in which employees are
encouraged to participate in organisational actitbmeugh a formal authority or a
manager sharing or delegating his/her respons#slito subordinates. The core
emphasis, a€onger & Kanugq1989 note, is on the notion of sharing or delegating
authority, which forms part of participative managmnt techniques such as goal
setting by subordinates as means of sharing powetetegating authority, often
equated with empowerment. Secondly, there is thiommf empowerment as a
motivational construct in which employees are esdlds individuals to fulfil their
intrinsic needs for self-determination i.e. theligbior the power of employees to
make decisions by themselves and trust in their sglfiefficacy. The distinguishing
feature between the above notions of empowermergaap to be with the concepts of

‘delegation’ and ‘enabled'.

Within the context of the current findings therefothe emphasis is on the notion of
empowerment as a motivational construct. This wesl‘enabling’ employees by
allowing them the discretion to take responsilatiinitiate ideas, make decisions, as
well as execute actions that would otherwise renrancessible to the individual and
the organisation rather than simply sharing or ghtieg authority, aSarlzon(1983
identifies. Empowerment as a motivational constingblves motivating employees
through enhancing their personal effica@gonger & Kanugo, 1998 Personal

efficacy, also referred to as self-efficacy, isemtimate of an individual’'s capacity to
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orchestrate performance on a specific routine a8kt & Mitchell, 1993, and as
Wood & Bandura(1989, p.408 note, “beliefs in one’s capabilities to mobilize

the...cognitive resources, and courses of actionewaaimeet situational demands.”

Therefore, the broad notion of empowerment emer@nipe current study must be
understood to mean empowerment as a motivatiomataect in which all employees
(not just the contact persons) are enabled to eeefceedom or certain degree of
discretion in taking responsibilities and decisioragher than simply functioning as
delegates/representatives of a formal authoritysemior manager(s). That is, as
Spreitzen(1995, p.144%remarks, a situation “in which an individual weshand feels
able to shape his or her work role and contextiisEntails giving employees a level
of discretion to shape their interactions with bditleir next internal and external
customer. Such discretion presents employees Wwilopportunity to take initiative,
and to decide the best way in which to performrttesks more effectively. Discretion
in this sense also implies giving employees sonbegatonomy and the freedom to
make the best possible decisions that would bebefit the external customer and the

organisation whilst carrying out their responsttab.

Giving employees job autonomy, & onroos (198p suggests, can help them to
recover quickly critical marketing situations whildealing with external others. Job
autonomy involves encouraging employees’ own judgmae carrying out their

duties, whichThorpe & Homan (2000, p.94dentify as involving “some degree of
self-direction.” This is different from employeerpaipation or employees acting as
delegates of a superior authority in terms of denisnaking within the business.

Conger & Kanugq1989 note, for instance, that when employees are erapEivto
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apply their discretions, the organisation creategltions for heightened commitment
towards task accomplishment through the developrakeatstrong sense of personal
efficacy. This implies providing employees with teenotional cum psychological
support and reassurance that creates a trustingsphmare, especially, in very

uncertain situations.

In such sense, therefore, even when employees ulasrdinates) are faced with
conditions of failure in attaining certain desirexpectations or outcomes, they may
still feel empowered if their efficacy belief isiméorced by the manager’s recognition
of their (e.g. team’s or the individual's) abilgieand performance. For instance, a
manager can encourage the personal efficacy afrther sales force even when they
fail to meet certain sales targets thus; ‘yes vehaot achieved my sales target for this
guarter/year, but | am still proud of your performa and your ability to do better
next quarter/year’. Several studies (e€gnger & Kanugo, 1988; Bowen & Lawler,
1992 note that such level of empowerment not only edges an atmosphere of
mutual trust in the organisation, but also, instisfidence in the individual or team
whilst boosting their willingness and motivation twork harder towards

accomplishing the expected goals.

6.8 Employee motivation

Without going into all the contested theories (eMpslow's and Herzberg's) of
motivation because of space considerations, mativaas Mitchell, (1982, p.8)
identifies, represents “those psychological prodbss cause the arousal, direction,

and persistence of voluntary actions that are dinatted.”
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Employee motivation emerges in different ways witline context of this study’s
findings. Particularly, employees are motivatedrfroertain factors intrinsic to the job
itself, such as, empowerment, which arises fromir tiself-efficacy belief. As
highlighted in section 6.7 | see this aspect of motivation emerging from the
experience of a participant who asserts she was/ated just by being able to help

external customers with their overdraft requests.

Another aspect of employee motivation that derivesy empowerment is the degree
of freedom employees enjoy in contributing to iddas might be useful in solving
work-related problems in the organisation, e.gkla¢ communication between
departments. | see this from the participant whys $e& was motivated just from being
given the freedom to come together with other egjlees in order to provide solutions
to address lack of communication affecting varidepartments within his company
(See appendix Six: MU/8-9)Such findings echdderzberg's (1966 view that

employee motivation can be increased through babmnges in the nature of
employee job, such as, redesigning jobs to allow ifwreased challenge and

responsibility.

The current findings show that employees are muo/drom being challenged to
come up with solution strategies and exercise icedagree of discretion over their
job design, which emerges as a facet of employgeoemrment. Bell et al., (2009,

however, found a negative relationship between eya@ job motivation and
employee job autonomy, also defined as empowerntunth divergence perhaps,

arises from the fact that their study hypothesizedlirect relationship between
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employee motivation and commitment to customer iserwithout providing the

constituents of employee job autonomy as the ctifredings identify.

Whilst a handful of IM studieg.g. Gronroos, 1985; Rafiqg & Ahmed, 19%how a
conceptual similarity with the current findings mecognising motivation as a
structural aspect of IM arising from other elemesftshe IM structurePapasolomou
& Vrontis (2009 is empirically the closest in establishing a sgrgoint of similarity
with this study’s findings on employee motivatigks with the current findings, they
found that “rewards can motivate employees to @elikie brand’s promise to external
customers” Papasolomou & Vrontis, 2006, p.)9MTheir study however, identifies
that organisations use tangible and intangible rdsvan creating and nourishing a
sense of ownership, as employees who feel thegaateowners of an organisation are

more willing to work towards sustaining the orgaisn’s success.

Rafig & Ahmed (199) echo similar findings by identifying cash bonysawards,
recognition programs and prize draws and compata®the ‘motivational incentives’
commonly directed at frontline employees. Althowmilar findings are evident in
my current findings, there is some divergence. Mtetudy indicates that such
motivational incentives “can be used to overcomertsterm resistance to change
...and to increase productivityRafiq & Ahmed, 1993, p. 234However, this study’s
findings do not find any equivalent in which to delse employee motivation as a tool
to overcome short-term resistance to changeRa@$y & Ahmed claim. Echoing

Herzberg (1958°, some IM studies (e.gronroos, 198Ffor instance, emphasise that

2Herzberg et al, (1959) suggest that employee tended to desctibe satisfying and motivating experiences in
terms of factors that were extrinsic and intrinsic to the content of the job itself. They labelled the intrinsic
factors ‘motivators’, which include such variables as achievement, recognition, responsibility, advancement
and growth. In contrast, extrinsic factors are labelled ‘hygiene factors’, which lead to job satisfaction but
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jobs (defined as internal products) and other nsta factors, such as training,
constitute the IM elements that motivate employeesontrast to extrinsic factors,
such as, the attitude of supervisors and persopolkdy, which Herzberg (195p

argues demotivates employees.

Although no explicit reference is made to extrinfactors in the current findings
similar to the findings of previous IM studies (e®onroos, 198f extrinsic factors
are however, implied from a participant’'s IM experte. She perceives it can be
“demotivating” to obtain information regarding tlaetivities of one’s organisation
from external sources, such as, the médie Appendix Ten: MU/8The expectation
as well as the perception is that management shoale available first to employees
any information regarding the activities of the amgsation before making such
information available to external sources. As iatkd in section 5.3.8, this aspect of
the phenomenological findings throws new insightstlte need to consider also the
concept of “demotivation” in IM research, and maxegay from the heavy focus on
motivation. Such shift in focus is called for givére fact that having less of factors
that cause motivation e.g. incentives, may not sea@y lead to demotivation since

the two constructs have shown to arise from diffesources, as my findings suggest.

6.9 Understanding the organisation (Cross-functional itegration)

The perception of IM as a means of understandirg dtoss-functional activities
within the organisation is prominent in the curréntlings, and tightly linked to the
notion of cross-functional integration. This aspetimy findings overlaps with the

findings of other IM studies, such ashmedet al., (2003, p.123), which find that

not necessarily motivation and largely result from organisational policies, co-worker relations and
supervisory styles.
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cross-functional co-ordination constitutes an eletr@f the IM mix that “are most
influential in developing requisite organisatiom@mpetencies.” Their study shows
that the combination of internal communication, erAffunctional co-ordination,
training and development constitute cross-functicnaordination mix, which ensures
that multiple operations and people with differshills set are actively involved in

creating and delivering value to the external cusis.

Similarly, Ahmed & Rafig (199% and Varey & Lewis (1999 stress that cross-
functional integration is part of the IM structutet focuses on the effective internal
exchanges for the provision of a link between thganisation’s capability and
response to external marketplace needs. Such g,fasvarey & Lewis (1999 argue,
ensures the cross-functional exchange of valueirg@odmation, which enhances the
organisation’s ability to integrate its marketingtigties in a way that it becomes

valuable and a common currency running througtotiganisation.

The current findings echo such views in a numbaetitbérent ways. For instance, one
senior manager asserts, “as a branch I're alldefgendent, and as a branch this size,
there is nobody that is working individually, evieogly is a part of that team, and
delivers on something that is crucial to that teg8¥e Appendix Thirteen: MU/4)I
also observe this sense of interdependence ocguadross geographical boundaries
within the organisation from a participant who déses how they email requests to
one another across different countries. The ral@res the participant implies, is to
pull together and combine the various internal ueses across the organisation in
order to help each other and ultimately, satisty tistome(See Appendix Seven:

MU/2).
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This aspect of my finding is particularly considtevith Ahmed & Rafigs’ (2003
viewpoint. They suggest that understanding differ@spects of the organisation’s
activities ensures that multiple operations andpfeeavith different skills set are
actively involved in creating and delivering valte the external customers. The
notion of involvement, which Ahmed & Rafig imphs closely linked to the view that
the different units within the organisation do operate in isolation; but consists of
systems and subsystems that interface. Each systdfar subsystem is comprised of
specific capabilities and component processes,oaty through the integration and
understanding of such subsystems can external Vaduesuccessfully generated.
Ahmed & Rafig (2003 recognise that such understanding and integradcmur by
way of managers ensuring that every employee ipaatk of the organisation is aware

of the internal processes and products involvestineving organisational success.

| see the above viewpoint from one participant wihescribes how his senior
managers often stress to the front office staffjs @ashiers and bank tellers, the need
to understand that the role of the sales peoplejnfstance, “it's not just all sales
oriented.” According to the participant, such a agerial action “actually helps get
the others to understand what my role is”, espgcial terms of how customers can
benefit, given the fact that non-sales’ staff ofteimk that the sales staff are “selling
something for the sake of selling itS€ée Appendix Eight: MU/12)in other words,
there is a perception that every individual witlihe business should be pulled
together in order to enable them to engage effelgtiin cross selling during their
interactions with external customers, @sonroos (198)l identifies. This would
indicate that understanding the organisation aasgect of IM enhances synergistic

benefits within the organisation.
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Synergistic benefits could occur by understandindividual needs vis a vis
organisational needs, which could be achieved tiraronducting employee internal
survey. Internal survey emerged as a sub-facehdénstanding the organisation, and
helps to make known the various needs of indivislwathin the organisation. From
such knowledge, organisations can design solutiategies that would be
appropriate to satisfying such individual needstlfi@ benefit of the organisation. This
view is summarised by a participant who says thamf conducting employee
interviews, they discovered amongst other issues, lack of employee training was
inhibiting the employees’ ability to ensure qualipackaging of their products,
thereby, causing their customers to compl&iae( Appendix Six: MUs/5 & 11The
participant asserts that a number of issues afigcboth individuals and the
organisation were discovered from conducting sutipleyee internal survey. For
instance, apart from the issue of lack of “commatian between departments” they
discovered as employees they lack knowledge of tthe management tree as to

which person is in charge of which other perséed Appendix Six: MU/6)

The effectiveness of employee survey as part oiriitlative evident in this study’s
findings directly echoAhmed & Rafig (2003 who recognise the effectiveness of
internal survey as integral to IM’s cross-functibnale of integration. They identify
that internal survey enhances the IM’s functionaasechanism through which to
integrate and understand various activities withi@ organisation. This is achieved
by including “all individual and organisational ftiions, activities, communications
and elements that a firm uses to create, develap naaintain appropriate inter-
linkages that result in the delivery of “quality’xmected by the final customer”

(Ahmed & Rafig, 2003, p.1180)mportantly, the emergence of employee internal
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survey in the current findings as implicit featwk understanding the organisation
specifically addresses the question raised mosntcby Ahmed & Rafig (200R In

their study, they demand empirical evidence asote M can engender involvement
and clarity of purpose through the process of mdkrsurvey, and bring together
various other elements in the business in ordecréate focus and coherence in

strategy implementation.

The evidence emerging from this study’s findingsumlerstanding the organisation
indeed shows that understanding the needs of ohaws within the business through
conducting the employee internal survey leads tdtebeunderstanding and

appreciation of individual needs and responsib#itivithin the organisation. Through
such an understanding, a well-thought out impleatent strategy can then be
developed, which might be useful towards addresenggnisational problems, such
as, lack of interdepartmental communication andityuasues as | have seen from the
experience of one participant. Therefore, this eispemy findings clearly contributes

to the domain field of study. It provides the engail basis upon which to understand
IM’s role as engendering both individual and departal involvement through the

process of employee internal surveypdsned & Rafig (2003demand.

Based on this understanding, evidence emerging fittis study’s findings

particularly highlight the usefulness of employegeinal survey as one of the
effective ways through which IM can integrate vasoorganisational programmes
around core business processes and functions eeswgith the employees’ needs in
mind and driven from the end-customers’ point awi IM propounds that multiple

processes and people with different levels of skilhid activities have to be integrated
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in order to be able to create and deliver interavad external value at all times.
Therefore, consistent with several IM literatureg(eseorge, 1990; Glassman &
McAffe, 1992; Ahmed & Rafig, 1993; 20)3his study takes the view that IM’s role
within the context of understanding the organisatiovolves effective utilisation of a
portfolio of skills within the organisation, whidre functionally distinguishable, but
driven by the internal maximisation of specific abpities and component processes

for enhancing marketplace performance.

6.10 Synthesis of the main experiential IM dynaios

The previous sections have presented the outcomgygfhenomenological findings
in relation to the findings of other IM and managsinstudies with conventional
research approaches. This section aims to systh#s descriptive structure of IM in
order to reveal the relationships among the elesndiyt considering the main
experiential IM dynamics operating within them, r@presented imdiagram 6.1in
page 303. Such IM dynamics are interlinked, ane@rofbverlap, as the foregoing

discussions have shown.

6.10.1 Internal communication

As can be seen from much of my previous discuss@ndindings, practitioners
frequently misinterpret the IM concept with the uitive notion of internal
communication. Participants assert in different svdiat the notion of internal
communication represents a key element of theirekderience $ee Appendix Six:
MUs/12, 15 & 2(). However, the element of internal communicatisnpresent in
other IM dynamics, such as, employee training, cament, employee motivation,

empowerment, top management support, inter-depatéineco-ordination and
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understanding the organisation. Although the eldén@ninternal communication
predominantly runs through the entire interviewtpcol, it is through its intuitive
lens that the invariant features of IM graduallgée to unfold. Tools, such as, “web
cast”, “videos”, “emails”, “staff e-bulletin”, antintranet” embody a range of terms

participants use to describe internal communicaa®an operating dynamic of IM.

Communication plays a significant and crucial nol@ny type of organisation and in
market exchange dynamics. In external marketing ifmtance, communication
through media/electronic advertisements is useehgisdly to inform customers about
new products’ launch and how such products couldfgaheir needs. The same is
true internally of IM, although in a slightly diffent way. In IM, communication is
used to set expectations as to how the companycexpeople to perform, e.g. selling
l.e. it is used as a target-setting device. Pddilyy as | have seen from the “DOFT”
and the “Hurdle” experiences, during which managsrategically deploy internal
communication programmes as an avenue for creatitggnal awareness of new
products and services whilst also setting the tdiagethe day’s business. However,
within the organisation, communication is a two-wagcess, and it also serves as a

process of getting “feedback” on what is workingg avhere the problems are.

Hence, from IM perspective, internal communicati®mased on a kind of reciprocal
exchange, in which management provides informatég. set goals, provide
resources to employees, and in turn, employeesideoleedback e.g. about the
organisational goals to managers. The notion oftlfexknow briefings” in this

study’s findings exemplifies such a reciprocal exwde of information. | can observe

this from experience of a participant who asséwsd is a realisation amongst them of
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the need “to have regular communications meetirejg/den the management heads
so that | can discuss issues that have come upth@mdl intend going back to my
teams to tell them what's been discusses e Appendix Six: MU/18)This would
indicate that at the heart of IM philosophy is tiaion of reciprocity in relation to

internal communication.

More so, if internal communication were done inr@sting environment then there
would be free-flow of “honest or true” feedback. itf is done in a controlled
environment with low trust, then information frormployees to managers may be
selective or inconclusive, as employees are mamdylito withhold information, or
even mis-feed information. | observe this from eaticipant who describes how
employees gave false responses during an emploiereal survey because there was
a lack of a genuine mutual communication between diepartments within the
organisation $ee Appendix Six: MUs/1)3 Three operating dynamics including
understanding the organisation, inter-departmem@alordination and employee
training mainly overlap and constitute the sub-faad internal communication as IM

operating dynamic.

6.10.2 Employee training

Internal communication is present in the operatipgamic of employee training as an
experiential aspect of IM. Employee training aisterlinks with empowerment and
top management support. Employees are empowenadth® support and knowledge
they receive on their job training(s), which magainvolve the internal transference
of knowledge and organisational values betweerviddals i.e. the trainer and the

trainee within the organisation. Such knowledgdum, enables employees to deal
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with external customers as well as tackle workteslgoroblems. Although employee
training as an operating dynamic of IM occurs ifiedent forms — routine anad hoc
training, & hoctraining emerged as an impromptu activity thatipalarly delivers
both employee reassurance and satisfaction onadielf is obvious thatd hoc
training are often targeted specifically to empgwee. enable, and reassure
employees to trust and believe in their own sditaty, as observed from the
experience of the line manager who expressed hog tshined one of her
underperforming subordinateSd€e Appendix Twelve: MUs/6).7 Such a finding
brings new insights to the domain field of study,itawould indicate that in IM, the
role of training is not only to build generalistillk but also to build a ‘sense of

employee confidence’ that they are capable of dalig on their jobs.

6.10.3 Top management support

Employee training overlaps mainly with three IM dymics including internal
communication, empowerment and top management stippbich interlinks with
employee commitment and employee motivation. Topagament support arises by
way of top-level managers making out the time stel to employees’ issues and
considering such issues in strategic managemankitig. It also emerges by way of
managers providing employees with emotional suppanen necessary. Senior
managers interviewed perceive that providing emgesywith emotional support not
only enhances their job performance but also kéle@s motivated and committed
towards achieving organisational goals. Thereftme management support should be
viewed in terms of its reciprocal effect on empley®mmitment, which emerged as a

facet of commitment in general.
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Although one can expect to have a sense of committoeone’s job, the employee
commitment operating as IM dynamic essentially ey@erin form of an emotional
dialogue between managers and their subordinaktes.highlights the fact that IM, in
addition to conventional top management supporfjagars must provide emotional
support by addressing the emotional well-being aedds of individuals within the
organisation. In this sense, from responding paditi and directly to employees’
emotional circumstances, organisations can expedtave committed employees,
since there is a perception that emotional suppgrta vital ingredient of top
management support has a far greater positive ingpaemployees’ disposition to be
genuinely committed to the organisation. Supportngployees emotionally makes
them feel valuable to the organisation. | obsemvis from the participant who
describes her feeling after her line manager gameahday off to deal with her

personal problemSee Appendix Twelve: MU/)1

6.10.4 Reward

Another IM dynamic that emerges as an instance ahagers deploying various
means in order to ensure employees’ commitmergvisurd, which is also interlinked
with employee motivation. From my findings, rewareflects the willingness of
organisations to compensate and recognise evemciasp employee performance.
Although participants generally refer to “bonuseshice envelope”, “cake”,
“awards”, “praise” and “paid holiday” as embodyithg array of terms used to reward
them, there is a perception however, that when nésvare personalised it produces
the “buzz”, which makes employees feel special aatled, and willing to be

committed to the organisation. This aspect of nmglifigs as elaborated in much of

my discussion highlights the distinguishing featoféM in relation to reward.
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6.10.5 Interdepartmental co-ordination

As part of their IM experience, participants peveethe need for various departments
within the organisation to work together as int@eledent units§ee Appendix Six:
MU/26). Such perception emerges within the context okrdepartmental co-
ordination, which is interlinked with the operatirdynamic of empowerment.
Interdepartmental co-ordination provides employeéh knowledge and awareness
of the various activities across departmental baued within the organisation. This
awareness is facilitated by employees’ interacéind the exchange of knowledge and
information across the organisation. This implies,instance, that the marketing, the
production and the sales department need to cowatelitheir functions and/or
activities in order to understand how to work efifely as a team. Inter-departmental
co-ordination has the potential to empower emplsyeihin the business. | observe

this from IM dynamic that emerges within the comteixempowerment.

6.10.6 Empowerment

Empowerment as an IM dynamic works at the levalrefting employee self-efficacy
belief. This is achieved by way of organisationswimg that employees have the
knowledge and skills they need and that they har&inn discretion over their job
design and delivery. Empowerment as an operatingyilamic is interlinked with
employee motivation and employee training. Throtrgining, employees gain skills
and knowledge of the organisation and ultimatecdme self-directing, ashorpe
and Homan (20Q0rightly identify. The organisation benefits whemployees are
knowledgeable and self-directing since they woalely turn to their superiors during

customer-facing situations, as participants affi(Bee Appendix Ten: MU/)L
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Employee empowerment not only ensures there isiefity but also it makes the

customer feel satisfied that he/she has been seftectively and in a timely fashion.

Although different benefits arise from the IM dynanof empowerment, such as,
employee confidence, knowledge of the job as wsetha obvious sense of ownership
and responsibility employees bring to their jobsnirbeing empowered, it emerged
that employees particularly derive motivation frahe IM operating dynamic of

empowerment. This aspect of employees’ motivasioges from their confidence to
deal with customers’ needs given their knowledge amderstanding of the business

issues.

6.10.7 Employee motivation

As implied from much of my previous discussion, émgpes generally derive
motivation from other operating IM dynamics, whicharacteristically manifests
themselves through elements, such as, reward ammbveanment. However, in
contrast to previous IM studies.{. Rafig & Ahmed, 1993; Papasolomou & Vrontis,
2000, this study has raised the need to focus on grepldemotivation in the domain
field. My findings suggest that having less of @ast (e.g. incentives) that cause
motivation may not necessarily lead to demotivatidhis raises an important and
relevant issue that managers do need to consiglg, a&s, not giving information first
to employees regarding the activities (e.g. manketevents) of the organisation
before disseminating such information externallyldolead in itself to employee
demotivation. This form of employee demotivatiom deave negative consequences
for the organisation, especially, if employees di onderstand their role in the

implementation of such organisational activitiescustomer-facing situations. This
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view underscores the importance of IM operating asigic of understanding the

organisation that emerges in the current findings.

6.10.8 Understanding the organisation

Understanding the organisation as an IM dynamidnierlinked mainly with the
operating dynamic of internal communication aneidéepartmental co-ordination. It
manifests frequently through various employees’enmal activities, such as,
exchanges using ‘emails’ and the ‘intranet’, whicbmprises the array of tools
frequently used to describe the features of intecoanmunication as IM dynamic.
The use of such tools not only underlies the lirdéwen interdepartmental co-
ordination and internal communication, it is alsergeived to facilitate the flow of
information amongst employees along cross-functitweandaries as well as across
geographical borders. Of significance is the rateeaof employee internal survey to
the IM operating dynamic of understanding the oigmtion. From conducting such
interviews, there is a perception that individuait have the knowledge of their own
responsibilities as well as others within the bassw\Gee Appendix Six: MU/G)From
such knowledge, organisations would be able togdegrogrammes relevant to
satisfying both individual and business needs,eagrsl IM studies (e.gAhmed &

Rafig, 2003; Berry, 199lespouse.

Despite the overlapping nature of IM’s operatingayics, they manifest themselves
under different forms and circumstances within dinganisation. These IM dynamics
however, need to be further examined in their $pedetails in order to establish

their degree of overlap and interlink with eacheottEstablishing such detail helps us

to go a step further in providing a more in-dep#chmanism for IM implementation in
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organisationsDiagram 6.1below represents the elements, i.e. invarianufeatthat
emerged in the current study as constituting thgeeential structure of IM. The
various sub-facets i.e. dependent variables arewad towards the elements or

features i.e. independent variables with which theymainly interlinked.
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6.11 Summary

This chapter has presented the general findingsgngefrom this study as a whole
within the context of their relationship with othexisting IM literature with
conventional research approaches. The chapteredédid areas of convergence and
divergence between the current findings and thairigs of such existing IM studies.
The chapter also presented the overlapping nafureecstructural elements of the IM
concept, the overall nature of relationships betw#ese elements, as well as their
implicit features and characteristics. Finally, wh@ecessary, attempts were made to
elaborate the specific nature/nuance of the IM el#@sthat emerge in the current
study by drawing from the broader management teeain order to specify and
substantiate my position in this study. This wallofeed by a synthesis of the
operating dynamics of IM drawn from my phenomenmal findings. The next

chapter provides the concluding thoughts emergioi fthis study.
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Chapter Seven

Concluding Discussion

7.0 Overview

This chapter revisits the study’s aims and objestivand outlines the main areas of
contribution. The study’s academic and practicelitagions as well as shortcomings

are presented in this chapter. The chapter congluith recommendations for future

research.

7.1 Overview of aims and objectives of this study
This study was guided by three major aims, namely:

1. Methodological exploration, particularly the uglit of descriptive
phenomenological research method to investigate Ivis experienced in the
world of practice.

2. Examination of the multiplicity and the often-mislerstood theoretical concepts
closely associated with IM.

3. Commentary on extant IM definitions and key empiricstudies in IM
measurement with an aim towards providing insiit€onstruct development.

These aims were considered as a result of the ggrabhssociated with the domain

field of IM, namely,

a. Contradictions in IM definitions and meaning.
b. Lack of clarity over what is IM, and whether IM @vexists in organisations.

c. Conflicting studies using very different types ohstruct, hence, the necessity to
undertake a phenomenological exploration.

The above aims will be addressed in turn along thigir outcomes and contributions.
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7.2 The contributions of this study

This section presents the key contributions of #tigly as a whole and draws out
areas of divergence and convergence in relatitinetd&key academic debates in IM, as
represented idiagram 2.3n chapter 2. My frame of discussion will first higght the
specific and the broad contributions of my phenoohayical exploration to the IM
domain field, and then proceed with how this stadgontributions have helped in
delineating the understanding of IM in relationthe wider body of knowledge, such
as, HRM, services marketing, and organisationalatielir, to which IM relates.
However, it should be borne in mind that the mégmus of this study and its main
contributions relate to the domain field of IM, aspgecifically to those practitioners
who are exposed to and/or implementing IM in tleeganisations. Therefore, caution
must be exercised in generalizing the findings @merfrom this study outside these

ranges.

7.3 Specific contributions from the utility of descriptive phenomenology

Given the dearth of research in the domain fieltMyfseveral studiese(g. Ahmed &
Rafig, 2003; Schultz, 2004ave stressed the need to develop a holisticratadeling
of how IM functions as a pragmatic management tbobugh the execution of an
empirical study incorporating the ‘voice’ of pramners. This study has provided
such an empirical study through a systematic aisalgs the experiences of
practitioners who are implementing IM in their angaations. From such an analysis
comes the invariant features e.g. reward, emplogemmitment, motivation,
employee empowerment, internal communication, tomnagement support,
interdepartmental interactions, internal commumicgt and understanding the

organisation, which emerged as constituting the gqdMenomenon. These invariant
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features were then used to devise a conceptualefvank that represents the
experiential structure of IM phenomenon, as represkindiagram 6.1, page 303
This conceptual IM framework contributes to the Brbady of empirical studies
investigating what IM means, and how it functiossagpragmatic tool for managerial

intervention.

Although this is the first phenomenological studybe conducted in the domain field
of IM, the elements that emerged as constitutiegetkperiential structure of IM show
a considerable amount of overlap with the findiafithe previous empirical studies in
IM with conventional research approaches, with gjgeanstances of divergence.
Such overlap indicates that the methodological @gpion of this study was
specifically useful in illuminating the ‘lived’ me&ng and explicating the experiential
structure of IM as described by the participants.phrticular, the main invariant
features of IM contribute significantly to the cemt understanding and draw out the
complexity of IM as an embodied human managemetitvigc that is being

experienced in organisational life.

A particular aspect in which the utility of desd¢iye phenomenology draws out
specifically the complexity of IM as an embodiedran management activity relate
to the understanding of individual needs vis-a-giganisational needs through
employee internal survey, a feature of IM. For anse, the perception that the
employee survey is an important ingredient throughich to understand the
organisation as well as individual needs corrolesah number of IM studies
including Berry, (1981)and Ahmed & Rafiq (2008 These studies recognise that

employee survey functions as an implicit featuretha cross-functional integrative
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process perceived to aid organisations in undetstgrindividual and organisational
needs and from such understanding articulate apptepsolution strategies that
would deliver ‘value’ expected by the final custamd&y demonstrating such
effectiveness of internal employee survey, thiseaspof the phenomenological
findings particularly addresses the issue of howcHv function as an integrative tool,

as recently requested By1med & Rafiq (2008

The findings from this study’s descriptive phenowlegical exploration have also
refined a number of aspects of other previous IMpiecal findings utilising

conventional research approach. Such phenomenalofyndings provide increased
and precise understanding of what IM means in teohswhat the selected
practitioners are saying vis-a-vis the views ofdaraic writers in IM, particularly, as
they relate to different constructs generally asged with the IM concept as

highlighted below.

7.3.1 IM focus on rewards

From an academic viewpoint, and as seen from mdiaimyodiscussion insection
2.13.7 a number of quantitative studies (efdimed et al., 2003; Gounaris, 2006;
2008 investigating IM have linked the construct of eed with IM. This study, as
with such previous academic studies found that rewsan invariant feature of the
IM phenomenon. This study however goes furtherighltght that with IM, reward
strategies should be “personalised” in order todpoe the “buzz” that makes
employees feel special when they are rewarded. Risway themselves are indeed
meaningful, but when personalised they are abf@aduce that “extra meaning” that

creates a greater sense of motivation and willisgnan employees to pursue
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organisational goals and go the extra mile for dhganisation. This implies a key
feature of IM phenomenon, namely, its role to peadise rewards. This could occur
in form of surface and deep personalisation, sikteould be used for understanding

individual and organisational needs.

Although previous IM studies have highlighted tlegvard construct as an aspect of
IM phenomenon, they have yet to emphasize the abepect of rewarding, which
has emerged because of this study’s phenomenologinphasis. Therefore, this
study contributes by highlighting this special adp# “rewarding” in order to get the
desired effect of for instance, employee motivateord commitment. These areas
certainly present immediate access and opportarfiefuture research in IM domain
field, especially, the pursuit of a combined intetption of the qualitative and
quantitative phenomenological structures of IM.ufetresearch in IM could focus on
investigating the particular aspect of personalisedard strategy that motivates
employees the most, and to what extent. For igstait emerged in my study’s
findings that the impact of personalised reward‘praise’ and ‘award’ on employee
motivation points in the direction of its psychaolos effect on employees’
commitment vis-a-vis their performance. Such cotines open up new insights and

possibilities for further knowledge use and corwtan.

7.3.2 IM focus on employee training

Supporting previous quantitative IM studies (edpmedet al., 2003; Lings, 2004;
Gounaris, 2006; 200&ndertaken from a purely academic standpointnfeopractice
perspective, this study found that training congti$ part of IM philosophy. However,

this study goes further to highlight that trainimg,addition to skills development as
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an aspect of IM, instils also in employees a ‘sarfseonfidence’, ‘reassurance’, and
‘satisfaction’ in being able to do the job. Thiswla indicate that in IM, training is not
simply about equipping employees with the requisikédls they need in order to
undertake their assigned tasks effectively. Howelvem a practice/experiential point
of view, as the findings from this study suggesithwM, training is a mechanism
used to meet both employees’ expectations as weaheir emotional needs, as in, for
example, boosting employees’ self-confidence whitgty execute their tasks. The
previous IM investigations have not picked upors hspect of training as part of IM

strategy.

7.3.3 IM focus on management support

A particular feature of IM phenomenon that comes$ oluthis phenomenological
exploration relates to top-management support, lwkimws top-management support
as an invariant IM feature, thus, supporting prasitM studies (seBell et al.,2004.
However, it goes on to show that the nature of tgmagement support within IM
places emphasis on giving employees emotional stupp@ddition to conventional
management support. Emotional support as a sulb-ddceanagement support has yet
to be recognised by previous IM studies that hatiesed conventional research
approaches and conducted from a purely quantitainge academic viewpoint. This
aspect of my finding re-emphasises the point tNaicaters not only to the rational
aspects of employees, but also addresses theiicgrabtvell-being as highlighted in

my review of the IM literature.
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7.3.4 IM focus on employee commitment

As with the academic view of IM, a related aspettth® contribution from my
phenomenological exploration is my finding on enyel® commitment. A related
aspect of this finding particularly suggests thaanagement must give their
commitment to employees in order to attract or ikecaimilar commitment from
employees. This would indicate that from practiémi perspective, IM demands a
“reciprocated commitment”, which past IM studievdget to recognise. This aspect
of my findings suggests that IM seems to be muchentdemanding, and indicative
that management must give more than, for examplgands, in order to engender
employeeaffective commitment. Thus, unlike the previous prevailwvigwpoints
within IM on employee commitment, the distinguidipirieature of this study’s
contribution is that commitment within the IM phenena should be understood as a
mutually reinforcing occurrence. In other words, I&bpouses and demands a
“reciprocated commitment” from both management amployees alike. This is a
view that must be taken seriously if managers @saitceed in engendering employee

commitment by using IM strategy.

7.3.5 IM focus on empowerment and motivation

Previous academic studies in IM (e@ounaris, 2006; 20Q&ave attempted to link
the construct of empowerment with employee job s&attion. However, my

phenomenological findings on employee empowermsrdarainvariant feature of IM

do not find any similar equivalent in which to lieknployee job satisfaction with the
element of employee empowerment, @sunaris (2006 purports. Rather, findings
from my phenomenological exploration suggest thaitM, employee empowerment

works at the level of creating “self-efficacy.” Mospecifically, my findings suggest
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that empowerment is a motivational construct in clhiself-efficacy” is found to
operate as a key sub-facet of empowerment congtiucternal markets. This is a
contribution specific to the IM domain field of gy Previous IM studies have yet to

recognise this practitioners’ view of empowermenadeature of IM phenomenon.

In addition, the suggestion that IM looks at nadtjtactors that motivate employees,
but also demotivates, throws up new insights fourks research. Within this, future
IM investigation could consider the possibility mbving away from the heavy focus
of IM on motivation to consider “demotivation” faxs. This is because it emerged
from my phenomenological exploration that havingvde factors that cause
motivation might not necessarily lead to demotmatiThis study highlights this fact,

and constitutes another element of contribution.

7.4 Broad contributions from the utility of desciiptive phenomenology

Given the fact that IM’s definition remains elusigéter more than three decades of
study, the description of IM structure at the gahetevel following my
phenomenological analysis illuminates and providegch depth of analysis from
which to pursue the idea of IM from a holistic leasd with a more definitioned
focus. For instance, the phenomenological desoripof IM at the general level
shows that IM involves a number of internal managenactivities namely, employee
training, understanding the organisation, manabstipport, empowerment, reward,
commitment and internal communication. Such a deson provides greater
specificity and comprehension of how practitioneesceive IM. From within such a
lens it can become possible to derive a framewdtkoav IM can be developed into

the future as a rigorous academic research constngcmanagement activity.
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This study’s findings, besides providing specificind comprehension of what IM
means, the invariant features that emerged to itatesthe IM structure, certainly
offer a source for developing a measurement cottstidowever, whilst such

invariant features satisfy the overall aim of tetady, further inquiry is needed to
further check and refine such features. For examplestudy utilising statistical

procedures can investigate the validity and rditglof the defined invariant features
of IM in constituting a research construct that t@nused for investigating the role

and impact of IM on employee and organisationalquerancé’.

The research method of this study has also opermzedor further studies to follow
in a similar view, i.e. explore IM through the leoisinterpretive phenomenology into
the future. Until now, most IM studies have predoamtly focused on the adoption of
IM by organisations, whether IM’s application irganisation was right or wrong, and
how the implementation of IM could lead to orgatimaal effectiveness and
eventually, to business performance. Such effoegehonly created schism and
fragmented academic research activity within theddf of study. However, what

constitutes the experiential structure of IM asisdirct human management activity
has largely been neglected in empirical IM resear¢he provision of an

understanding of the experiential structure of IRrotigh the analysis of the
experiences of practitioners implementing IM in itherganisations enriches the
sustainability of IM as an on-going organisatioraiactice, and enhances the

understanding of its complexity as a theoreticalcept.

27 It is being suggested here that a quantitative research methodology may show the causal
effects/relationships of the emergent features that constitute the IM structure and consequently, the level
of impact such features may have on IM implementation in organisations. Such research approach is likely
to show the impact of for instance, praise and award as “personalised” reward tools that could be used to
influence employee performance, and ultimately, business performance in statistical terminologies.
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More broadly, the findings from this study highlighe existence and awareness of
IM as an on-going management activity in differénisiness sectors, albeit, with
varying degrees and nuances of understanding apiccaon. In highlighting such
awareness and practitioners’ perceptions of IM sidifferent business sectors, this
study has through the lens of those practitionenplementing IM in their
organisations 1) provided evidence in support @& #xistence in practice of a
phenomenon referred to as IM, 2) examined whatlkhiphenomenon constitutes and
how it is experienced by those practitioners imgdating it in their organisations, and
3) provided the knowledge of IM’s basic constituefgments, e.g. top-management
support, reward and commitment. These elements dtloa more rigorous construct
development, especially, with regard to the suletcof “emotional support”,
“personalised rewards” and “reciprocated commitrhemhich underpin the nuanced

understanding and application of IM philosophy.

7.5 Contributions in relation to the wider body ofknowledge to which IM relates
This study has made significant contributions biyneating the understanding of IM
domain field in relation to the wider body of kn@dbe to which it relates, such as,
services marketing, HRM, and organisational behavidhere is some overlap
between the content of IM and such wider body afWedge, hence, the criticism
(e.g. Hales, 199%hat there is no such thing as IM, especiallyrfriihe perspective of
HRM. For instance, from an HRM perspective, majmagdreements stem from the
fact that constructs, such as, training, rewardpa@merment, motivation, and
commitment are used prominently in describing thg #imensions of IM function.
Despite criticism of IM from HRM proponents thisudy has shown through

descriptive phenomenological analysis the existesfceM in the world of practice,
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and gone onto define its domain elements. Additlpn#his study’s findings have
helped to delineate in a number of ways how/whyisMlifferent from other domain

of management, such as, HRM, along those key diimesns

For example, in relation to reward, this study fouhat IM is used to personalise
reward strategies in order to produce the psychcdbg“connection to the

organisation”’which gives employees that ‘extra meaning’ that esakhem feel

motivated and committed when they are rewardedther words, the key feature of
IM in relation to reward is its role to personalisavards. Secondly, in relation to
commitment, this study found that IM demands a ifrexrated commitment” from

both management and employees. In other word$/immlanagement must give their
commitment to employees in order to attraffectivecommitment from employees.
The emphasis on ‘reciprocated commitment’ partitylalelineates the specific
nuance of IM’s philosophy as non-exploitative imtrast to HRM strategy, which
tends to often dangle the carrot of rewards, anmplgi ask employees to give their

commitment.

Thirdly, although HRM studies (e.glales, 199%examining IM as well as IM studies
highlight the role of employee training as skillsvdlopment, this study goes further.
It shows that training as an aspect of IM instissmployees a ‘sense of confidence’
and ‘reassurance’ in being able to do their joltss Ts indicative of the philosophical
stance of IM that differentiates it from HRM witegard to the notion of training. For
instance, from an HRM perspectivézales (1994, p.97identifies that training is used

“to shape attitudes”, “impart technical skills”, dafito emphasise understanding of

service strategies and development of interpersooaimunication and marketing
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skills.” All of these are suggestive of rationaleagy and unit of action. In contrast,
this study’s findings show that IM’s focus on triaig is not simply one of addressing
the skills needs of employees as explicit, ratidmaihgs, but also focuses on their
psychological and emotional well-being. This implibat IM propounds a shift away
from the traditional focus of treating employeenly as rational entities but requires

organisations to consider them from a rounded veemtp

Fourthly, it emerged from my phenomenological finglthat ‘self-efficacy’ belief is

central to the idea of employee empowerment in Wyain, from an HRM

perspectiveHales (1994, p.99%dentifies that empowerment operates at the lefel
“delegation of responsibility”, which entails superothers giving employees the
knowledge, skills and responsibility to operate*dmscretionary ways.” This view
negates IM’s philosophical stance in relation tqpyee empowerment. The findings
from this study have shown that, in IM, empowermfmictions as a motivational
construct in which all employees are enabled thmoudormation and knowledge
sharing to exercise freedom or certain degree sireiion in taking responsibilities
and decisions affecting their jobs, rather thanpbmfunctioning as delegates or

representatives of a formal authority or a senianager, aslales (199)advocates.

This would imply that the related aspect of empéoyeotivation that emerged as a
subfacet of empowerment in this study’s findingse#f-generated and self-regulated,
and sustained in relation to anticipated outcorhas lean often towards positive and
successful accomplishments.this sense, therefore, the notion of self-etfichelief
as central to empowerment in IM can be underst@otha individual's belief in him

or herself about his or her capabilities to achidesignated levels of performance in a
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way that such individual’s choices are influencediiee outcomes of his or her own
achievement. However, the findings from this stuly not find any equivalent to
suggest that IM is used to attract or retain emgdgy as some IM scholars.d.
George, 1990; Collins & Payne, 1991; Berry & Paraswan, 199).claim. This would
corroborate the views of critics, such Hsjes (1993 who argue that IM has no such

implications for HRM functions.

It also emerged from my findings that individualgperiencing IM were not described
as ‘internal customers’, as contested by some HRilies (e.g. Hales, 1994
examining IM. From an IM practice perspective, thspect of my findings shed light
on the contention (e.gviudie, 2003 that employees cannot simply be described as
‘internal customers.” However, whilst the term @mbal customer” does not surface,
the study does identify exchanges between employbat are described as
‘interactive’ and occurring at interpersonal andpakmental levels across
geographical borders. Thus, this particular findsogports the uncontested academic
notion within IM studies that interactive marketiagd relational networks constitute

a central feature of IM philosophy.

The findings emerging from this study also supplogt notion that through employee
surveys IM shapes organisational culture and inites corporate identity by creating
a climate of change in the nature of mutual refesiops and fostering open
communication between individuals and across deyartal boundaries. This aspect
of my findings presents an additional lens throwdtich to understand IM’s role in
shaping behavioural patterns in organisations irmge of its association with

organisational behaviour.
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Overall, as can be seen from the foregoing, adgptithe descriptive
phenomenological research approach by examininfrdlw a practitioner viewpoint,
has in different ways corroborated, repudiated, iansome cases, extended existing
research outcomes in IM domain field. This studglsenomenological frame to
understand the practice of IM constitutes a sigaiit contribution to knowledge in
the domain field of this study. It also opens ugeas for future studies in IM to
follow methodological approach in attempting to over as well as check the

emergent experiential IM themes and their undegly@asences.

7.6 Academic and practice implications

The implications of this study are multi-faceteddaelate to both academic research
and managerial practices. First, this study hidgttighe fact that IM is simply not
internal communication, information disseminatioreahnanism or marketing the
company’s products to employees as previously woed by some academics and
practitioners. Ensuring effective and successful IdMogrammes across the
organisation requires more than viewing it as maercommunication and as an
information dissemination mechanism. Through desgatic empirical process, this
study has identified nine elements that constitiiestructure of IM and which must
be borne in mind, especially by managers. They iaternal communication,
employee training, top management support, employeévation, reward, inter-
departmental co-ordination, commitment, understagpdithe organisation and

employee empowerment.

An underlying implication of this study for manages the need to personalise their
rewards whilst empowering their employees. Thera [gerception that empowered

employees are likely the more efficient and effegtiwhilst organisations in turn,
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benefit when customers feel that they have beevedein an effective and timely
fashion as a result of employee empowerment. Howawederlying the issue of
employee empowerment within the context of thiddgt findings is the fact that
managers must seek to encourage an individualigflhiel his or her own personal
efficacy to achieve desired results, rather thavingaa superior simply share or

designate authority to a subordinate.

Another aspect that top managers need to pay datsation to is the benefit
organisations could derive by providing their enyples emotional support when
necessary. Top-level managers could provide suppast by making the time to
listen to employees’ personal concerns and viewd,taking into consideration such
views and concerns at the strategic level thinkiBy. providing such a level of
support, managers can identify individual needsl lay satisfying such needs, they
have in turn, employees who are genuinely commitbedb well for the organisation.
However, managers must give or demonstrate themndtment to employees’
concerns in order to attract the employees’ eqgaitabf such commitment. This is a
view that must be taken seriously if organisatians to be successful in reaping IM
benefits as well as to avoid having misguided m&i@about generating employee
commitment, which is perceived as one of the ingrartbenefits from IM

implementation.

Managers need to be aware that efforts in IM imgletation require employee
empowerment and motivation, effective internal camioation between departments
and across the organisation and personalising gmedd rewards, all of which

eventually lead to beneficial IM outcomes, sucheasployee commitment. Therefore,
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neglecting or partially implementing IM programmes likely to result into the
absence of such benefits as demonstrated in thdy’stfindings. Finally, a far more
important challenge for managers arises from tlegltie pay greater attention to their
IM implementation by ensuring that IM efforts areceessfully directed towards
improving individual capabilities and organisatibnaompetencies. Improving
individual capabilities would eventually lead teethtilisation of such capabilities for
building organisational competencies and ultimatellge delivery of external
marketplace promises. Lack of such focus in impleing this facet of IM may likely
lead to drained internal resources, and inevitadsylt in the loss of both human and

material resources for the organisation.

7.7 Limitations of this study

Several points regarding the current study nedzktborne in mind when considering
the findings and the study as a whole. Such paiatsstitute the limitations of this
study, and are drawn from the key perspectivesnémlisability and methodological

considerations.

7.7.1 Methodological considerations

Firstly, although the sample of eight participaptsvided rich data appropriate for
this study’s phenomenological focus, the phenonwgichl method ofepochei.e.
bracketing of one’s prior knowledge of the objettirvestigation was difficult and
can be considered as a limitation. It was diffictdt ascertain accurately beyond
reasonable doubt, even after | had suspended ray theoretical knowledge of IM,

that my theoretical biases have not inadvertentifluénced the disciplinary
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transformations that eventually emerged to reptegenelements that constitute the

structure of IM.

Secondly, only one aspect of the phenomenologicalgss i.e. qualitative descriptive
phenomenology has been utilised in this study. dfoee, because such aspect has
tended to display strict adherence and bias tow&dsgi's phenomenological
research praxis, it is likely that certain aspadtsny findings bind me to a one eye-
view. Perhaps, this study could have benefittethfeocombination of other methods
of well-known measures of validity, such as, trialagjon. However, as elaborated
under section 3.7 the criteria for understanding validity in degptine
phenomenological research method supported my nigsdigiven the contested
hallmarks of the reliability and the validity issuéacing the qualitative research
inquiry. In other words, although this study’'s bidewards the descriptive
phenomenological analytical procedures is strongl aobust, they do not in
themselves, represent a generic view outside theadgen of descriptive

phenomenology.

7.7.2 Generalisation of the study’s findings

The generalisability of my phenomenological finding limited to the experiences of
individuals employed for this study, and by imptioa, the private and public sector
businesses within the UK as represented by thenmagi@ons of such individuals.
Therefore, this means that this study’s findingsy ddfer in another geographical
context and may be less relevant to a larger saumalen from different or across
multiple countries. In order to generalise the vafee of my findings beyond the

current sample and their contextual boundariesjnalas study may need to be
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conducted in private and public sector establistiméeyond the UK geographical
boundary. This will be useful in determining if tfi@dings from this study differ

significantly in different contexts and industrieSuch future studies are required
before the generalisation of my phenomenologicalifigs can boast of any universal
appeal and acceptance beyond the business sentbigeagraphical boundary they

relate.

7.8 Recommendations for future research

By pioneering the phenomenology of IM, this studs lopened scope for exploring
new research possibilities, especially, future istsikeen on examining further the
operating dynamics or the invariant features thaerged to constitute the IM
phenomenon. The focus of such future studies carcdmsidered either from a

methodological standpoint or from the substantimdihgs of this study:

a. The current study has focused only on individuaith whom the experience of
IM is salient within the UK private sector, partiady the financial services,
manufacturing, mobile-telecommunications, as welthee public sector marketing
and tourism. Future research in IM could extenditiVestigation by considering
the relevance of my findings in other countriegeesally, across the Atlantic.
Apart from the possibility that my findings woule@nefit through the convergence
and/or divergence of ideas from such cross-cultigs¢arch focus, the emergent
IM structure indeed provides a valid starting pdmtconsolidate the findings of
such focus of investigation. In this sense, it wida useful to utilize my proposed
IM structure to develop conceptually such studyanfe and focus in perhaps,

comparing studies between such geographical canéext the UK.
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b.

It would also be of interest to explore furtheraa quantitative mechanism, the
degree of overlap between the dynamics or invafeatures that emerged in this
study’s findings to constitute the IM structure. dnch sense, for instance, the
impact of employee training and employee commitnantnvariant IM features
on employees cum organisational effectiveness cdmidome more obvious,
acutely established and measurable. The concedMustfucture in this study only
shows partial interactions between the invariaatuees that constitute the IM
phenomenon. For example, future research couldidemgossibly utilizing
multiple measures or statistical means of assedsmestablishing the perceived
causalities between ‘praise’ and/or ‘award’, whaek the personalised features of
reward strategy suggested to exert a certain pesatnd powerful influence on

employee motivation, commitment and job performance

Also of significance is using the features or tHements that constitute the
proposed IM structure as a frame to develop an éMstruct. Such a construct
could then be used to test other constructs, rusgt, tthat were found to relate to
IM, but were not addressed in this study. The motib‘trust’ as an organisational
imperative/construct arising from implementing IMitiatives has not received
attention in the domain field of IM research, altgb there is a tacit support to
consider its relevance (Sehmed & Rafig, 200R Following from such focus of
investigation is the possibility that more insigbtsuld emerge to reveal nuanced
instances of those managerial actions, which enggl®ynay be more and/or less
inclined to trust, given the effect top managemsmpport as a feature of IM
phenomenon is perceived to have on employeesiddist and behavioural patterns

within the organisation.
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7.9 Concluding remarks

A major distinguishing feature of this study is¢tntribution towards a more in-depth
understanding of the IM phenomenon and the pravisfoevidence in support of the
existence of IM in practice through the phenomegical analysis of the experiences
of individuals implementing IM is their world of wi. Within this derives a more in-

depth knowledge and understanding of the complefityy phenomenon in terms of

delineating how its domain field differs from theder body of knowledge, such as,

HRM, with which it shares association.

Whilst previous studies have only investigated Itbption at organisational levels,
this study has pioneered an inclusive study inaafjpagy the ‘voice’ of practitioners in
the domain field of study. Although no such IM stuthd previously been conducted,
based on my phenomenological findings vis-a-vis fineings from existing IM
studies with conventional research approaches,nguirieal representation of what
constitutes the IM structure was devised. The sirecof IM includes internal
communication, employee training, top-managemeppsu, commitment, rewards,
interdepartmental co-ordination, employee motivatiemployee empowerment and
understanding the organisation. In other words,citnstituent structure of IM should
have these elements. In particular, the elememsidlemphasize the sub-facets, e.g.
under commitment, the facet of interest to IM ifetive commitment as opposed to

normative or continuance commitment.

The limitations of this study mainly relate to thestriction within the qualitative
methodological frame adopted. Recommendationduire research are provided
mainly based on the study’s findings, whilst coesidg its limitations. Issues

emerging from this study have implications for batlicademic research and
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managerial practices. From the academic standptig, study has provided an
empirical basis upon which to pursue a quantitasieely in IM operationalisation.
Since this study establishes what constitutes thetsre of IM by examining the
perceptions of practitioners implementing IM in pesse to the major focus of
academic debatesde, for example, Ahmed & Rafig 2000; 2003; Sch@@d4; 200%

in the field of study. The managerial implicaticar® more in terms of suggestions as
to how managers and organisations can re-examgie It implementation along
each of the key dimensions identified. For instaecesuring that there is face-to-face
and two-way internal communications, employee trggnhempowerment and proper
dissemination of information throughout the orgati so that both individuals and

organisations can benefit from such inclusive IMqpice.

In conclusion, IM must not be viewed as a shomatesolution and/or strategy to
dealing with the problems of lack of internal commmation within the organisation,
neither must it be misinterpreted as marketingcthmpany’s products to employees.
Rather, IM should be employed as a long-term poémtegrating individual needs
and goals with the strategic needs and goals obtbanisation. This view of IM is
more likely to strengthen and sustain individualstidictive capabilities and
organisational competencies that consequently teathutual benefits and higher

performance outcomes for the organisation.
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Appendix One
‘Lebensweltor the ‘life world’

The earlier Husserlian phenomenological perspeetag criticised by the existential-
phenomenologists, such asgidegger (1927/19¢2and Merleau-Ponty (1962 They
argue that the notion of suspending ona@'giori) knowledge of a phenomenon was
‘idealistic’. Consequently, they began to move avitayym Husserlian philosophical
notion, which focuses on consciousness and esséowasds elaborating existential
and hermeneutic (interpretive) phenomenologicaledisions. In responséjusser!
(1926 devised the idea of the ‘life world’ in an attetrip embrace the divergence
from transcendental phenomenology. The ‘life woddmprises of the phenomenon
around us as | perceive them. It is pre-reflectives, it occurs prior to my reflection
and before | put it into language. Husserl's notaf the “life world” focuses on
demonstrating that phenomenon (experience) exisdasdiay-to-day world that is filled
with complex meanings, which form the backdrop of ewveryday actions and

interactions.

Eckartsberd19989 notes that the ‘life world’ is an attempt to dit@ttention to the

individual's lived situation and social world, raththan some inner world of
introspection. The ‘life world’ is the centre oftémaction between individuals and
their perceptual environments as well as the wofldxperienced horizons in which
individuals derive meaning&olkinghorne, 1989 Although Husserl's critics (e.g.

Heidegger 1927/1962Vierleau-Ponty 1962are credited with provoking the idea of
the ‘life world’ as a strong phenomenological moesty Husserl’'s concept of the

‘life world’ is nevertheless, widely recognisedhave given impetus to other variants
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of phenomenology. Such variants include existeqednomenology and
hermeneutic-phenomenology, which are espousedsgritics. Ehrich, (2003, p.51L
points out that “while the_ebenswelimarked a shift in Husserl’s thinking, both the
hermeneutic and existential phenomenologists hwglon this idea and focused

attention on being-in-the-world.”

Existential-phenomenology entails “the applicatafnthe phenomenological method
to the perennial problems of human existen¢etkartsberg, 1998a, p.8lt is
concerned with describing and interpreting “the ld@s 1 find it, prior to any explicit
theoretical conceptions’(Eckartsberg, 1998a, p).4 Existential-phenomenology
focuses on “expreciation{Eckartsberg, 1998a, p,4i.e. interpreting everyday life
experiences and actions, whittusserl (196 metaphorically describes as the ‘life
world’. Hermeneutic-phenomenology focuses on inetipg everyday experiences in
order to create human awareness(Manen, 1990 Both existential-phenomenology
and hermeneutic-phenomenology emphasize the naadve from mere descriptions
of the conscious experience to the interpretatitbrad elude us in the process of

evolving meaning.

In general, whilst the aim of descriptive phenomegyp is to describe my everyday
world as | experience it, other variants of phenoohegy highlight different
dimensions in which to describe such experienfieskartsberg, 1998a Such
variations have consequently led to two schoolsheihomenology — ‘descriptive’ and
‘interpretive’, which emerged to represent how meamphasis the researcher wishes
to place on (the phenomenon) existential issuesowling toEckartsberg (1999a

descriptive phenomenology as developed by Hussgrhasizes the description of the
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meaning of a phenomenon, whilst interpretive phesraoiogy paved the way for

explicating and interpreting phenomenal meanings.
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Appendix Two

Steps in the analysis of transformed meaning uniisto disciplinary language -
Participant 1.

Note * indicates that the investigator’s questi@s lbeen incorporated in the transformation

I. In as much detail as possible can you descril
situation in which internal marketing has
occurred for you?

P1: Yes, | can. The key one will be the inter
communications project | call it that I've ju
started working on. Now, | need to give so
background perhaps so that you know for vy

ela* P1 asserts he could recall a situation in which
internal marketing has occurred for him by citing
the internal communication project which his
company has recently undertaken. P1 starts by
1t'ﬂﬂroviding a background to the project in order to
Blgive an idea of how his IM experience began. P1
N&tates that originally, a student attached to the
PWhanufacturing department of his company was

research how this came about. Originally, smaflandated by his boss, the operations director to

project was given to a student who was work
at Filtermist, as part of, he was working in 1
manufacturing department and he has to do a
project on a number of aspects./ His boss,
operations  director says everyone
complaining no one was communicating wj|
each other, so do a project on inter
communications. So he did few interviews w
people and came up with some results in
project.

Mg a small project on a number of issues including
Nhternal communication since most employees in
MNe department were complaining of lack of
thernal communication. P1 then says that the
&tudent began by conducting few interviews
tAmongst employees before coming up with some
N#hdings.

th

the

2. Some of the findings were good, but hav
worked in the business a lot longer, | realised
some of the responses he has got were prol
false, because they didn’t understand why he
asking these questions and they didn't want
give true answers in case he got back to
directors. So they weren’t necessarily giving
correct answers because they were scared tl
they gave the right answers he might get bac
the directors and they get in trouble.

ng P1 states that some of the findings from the
haini project conducted by the student were useful.
aldbvertheless, P1 asserts that from his experience
wats having been working in the company longer
than the student he realised that some of thedssue
thacovered did not exactly capture the issues
Hacing the company. P1 then blames employees’
dnife responses for some of the inaccurate
kfindings, and attributes such to the fact that
respondents had no knowledge as to why the
student was asked to conduct such internal survey
in the first place. P1 says because respondents
lacked such knowledge, they therefore offered
incorrect responses to avoid getting into trouble i
case their responses were presented to the
directors of the company.

3. But anyway, it helped us though, because
directors took his report and then took three of
heads of each department or in effect, the n
experienced in each department. That is myj
and two other women in the business, and S

tBe P1 nonetheless affirms that the findings from
ube student’s report were in some sense useful, as
hasinformed the basis upon which a decision was
saached by the directors of the company, who
aidguested that P1 and the heads of other

here is this report, and then gave us a list oéro
questions to go with it. And said, here is
project, go away and do this.

thdepartments in the company carry out a thorough

Wheu rvey.

4. So | had to read the original report | looked. However,

P1 states that after they had

through, | said well, it's missing things, or thés| examined the student’s findings, they decided to
wrong. So, what | did was | went out and fezonduct another employee interview since the
interviewed people, and asked them, people thatudent’s findings did not exactly address the key
knew who would give us honest answers becaussues affecting the business. P1 states that they
I told them why | were doing it.said that nothing approached employees, who they believed would
will go back to the directors, it was 3allprovide honest responses regarding the issues
anonymous, so they could say what they wanfadised in the survey. P1 asserts that this timg the
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And so | got a list of issues, and it all got to
with why problems occur in the business in ter
of all the processing flow. The key thing th
came up was just the communications betwj
departments who was responsible for wj
department.

dimformed such respondents as to the purpose of
nike survey as well as the anonymity of the survey.
aP1’s perception was that such an approach would
eavstil greater confidence in such an exercise as
hatell as the freedom for people to express their
views without fear of victimisation. The result
was that they got a list of responses that actually
reflect why problems were occurring in the
business in terms of the internal processes within
the business. P1 affirms that the major issue that
came out from the second interview was the
absence of communication between departments,
especially, their various responsibilities.

5. 1 didn't even know the true management treg
to which person was in charge of which ot
person. So that was an issue amongst
members, nobody knew who their boss was,
this is a business of 45 people.

» 8s P1 states that they actually realised from
n@onducting the survey that employees lacked
steffowledge of the management structure within
atite company in terms of their individual

responsibilities towards one another. He asserts
that such lack of knowledge amongst them was an
issue affecting the business, as it was difficult
amongst the staff to understand who their
managers were in a business of forty-five people.

6. Anyway | did this project and | actual
decided to, | sectioned it all down and | came
with a number of different issues within t
business that needs addressing in ¢
department. So, just getting together as a whb
was a member of the sales, a member of
accounts, a member of the purchasing, he
there for the manufacturing side of the busing
In effect, | had someone who was represen
every side of the business.

y6. P1 however, reiterated that the team ident#ied
upmber of salient issues that have arisen from the
nesurvey, which affect the business as a whole,
aofore they linked such issues in relation to how
etHey affect each department. P1 perceives that
thaving got together was useful, as the team that
weanducted the survey comprised of individuals
p¥gom  all sides of the business including
limganufacturing, purchasing, sales and finance.

7. And for the first few meetings that | had
actually ironed out a few little minor issug
which weren’t part of the project but it's just loe

V. P1 states that they had series of initial mgstin
sthat provided them with the opportunity to discuss
eand settle minor issues, which although were not

bugging us for the past, probably a few yeargart of the survey itself, have been a source of

And just by talking to each other, | realised h
many issues that could be easily solved. But in
past, no body had done it because the direq
hadn't been bothered or just didn't think it wj
important. And it's really from then on | gq
motivated, that by being able to solving thq
minor issues just from sitting down round t
table before the project had ever even started.
| suddenly go wow! think of what | could do her

bwiajor concern to them in the past. P1 expressed
tharprise from realising how easily issues could be
toesolved between departments just by
asommunicating with each other. He recalls that it
twas never the case in the past given that the
seirectors of the company did not make an effort to
haighlight the importance of such communication.
ARd then says that they got motivated from being
ethe discretion to resolve issues between them,
which provided the team with an even greater
motivation to deliberate on the issues that have
arisen from the survey.

8. And to start off with the report, | did sort af
mini SWOT, as in not the real SWOT analyq
but | just did a mini version of it, and came

with these ideas on how | could improve thin
how the departments could communicate betw|
each other. I've recently presented it to the bdg
of directors, and they are considering it. H
they’'ve told us since they are wanting to go ah
with the majority of it, they just need to che
through certain things. Because some the th
that | suggested cost money, and they are so

8. P1 states that they commenced discussion on
ighe issues uncovered from the survey (experience)
uwvith some sort of internal appraisal before
particulating different ideas on how the different
edapartments communicate with each other. P1
aadserts that they have presented the board of
Budirectors  with their ideas, which are being
eadnsidered with a view to their implementation.
cldlthough, P1 affirms that the directors would
ngsed to review their ideas given their financial
rtimplications before their implementation.

weighing things up in terms of cost benef

its
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obviously.

9. But | think the key aspect of it was that e
department is now talking to each other. Becq
the key thing | suddenly realised was that | n
to communicate better within the business, a
have to sort out my lines of communication s
know who | should talk to, and then they woy
talk to the other person. | know although it sou
longwinded, what I've found is that it should

the directors speak to the directors, the direc|
then speak to the heads of their departments
department heads then speak to each other

their directors, and then they can dissemir
information down the train. In effect, it's how

ich P1 affrms that the key outcome of the
usgperience is that communication between
belpartments within the business improved, as they
chave realised amongst themselves that they must
pdommunicate better as well as streamline the
Idhannels of communication within the business so
ndisat employees can better relate with each other.
b&1 admits that although his view of how such
tarsannels of communication can be streamlined
#eems to be unclear, he nonetheless asserts that
bivtmat they realised was that before communication
atan be effective within the business, it has to
anvolve every member of the organisation. This

disseminate the information all the way to thimcludes the dissemination of information from

bottom of the business so that everyone
involved with what I're aiming for.

yatsectors of the company all the way down to the
bottom of the chain in a way that everyone gets
involved.

10. Simple situations whereby | have proble
with dispatch of goods not going out in thg
correct packaging, it was found it was beca
they've never been told what the corrg
packaging was. When | investigated why dqg
they know, it was because there was

procedure, nobody really knew whose job it v
to train them, and so, it was no wonder that t
would get things wrong, because, it put hg
everywhere.

ni0. P1 recalls ordinary situations in which
pidispatch goods were packaged wrongly, and
usdtributes such wrong packaging to employees’
rdack of knowledge of the proper packaging
nfirocedure. P1 states that upon investigation as to
nehy employees lacked such information, they
agalised that proper procedures and training were
hewt in place. P1 attributes such lack to the faat t
le® one knew whose responsibility it was to
provide employees with such training, which in
P1’s perception explains why those employees got
the packaging wrong.

11. Really, it opened a can of worms this proj
did, and it's gonna be a huge project to kg
going.But the start of it, and the key aspect of t
project, although | called it
communications, could be argued as beg
internal marketing, is the lines of communicati
how to disseminate the information down

everybody about the business as a whate so
everything I've discussed is centred around

communication aspect and | realised | all nee
go away to my own departments, look at

training, look at who is responsible for wh

etfl. P1 affirms that the experience did uncover
caqgther complex problems affecting the business,
hisnd will definitely be a huge project to sustaie H

internglperceives the major aspect of the experience to be

ingternal marketing although in his company, it
brwas misinterpreted as internal communication.
tdhis is because, as P1 asserts, the experience
involves how to disseminate information across
hike business as a whole. P1 reiterates that the
i focus of the experience was how to ensure
theffective internal communication within the
athusiness. He admits as heads of various

ensure that people are informed about what departments, they realised the need to each

going on in the business, what I're actually tryi
to achieve, what products I're building.

ngddress the issue of training and individual
responsibilities in their respective departmenss, a
well as ensure that everyone in the business is
aware of the objectives of the business in terms of
its aims, and product offerings.

12. One of the aspects that was brought up is
I're building on this project in the hearts of t
people that don't even know what they do.
products I're making | should actually train thq
on that. So one of the aspects the project is ¢
up with, that | need to get a better training sys
in place, so that | know everybody knows not |
their jobs, but that they've got an idea of
business, what | do, who are customers are, a
understand really what are customers want fi
us.

B2, P1 states that one of the issues highlighted as
h@ result of the experience was the fact that
Akmployees lack knowledge of the product the
ncompany offers. P1 emphasizes that employees
postould actually be trained to understand all the
eproducts the company offers. Therefore, one of
ughe proposals from the experience is to ensure that
hthere is in place a proper training system within
dhe business, so that everyone can understand not
oost the demands of their jobs, but also an idea of
the overall business, the customers, as well as

their needs.
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13. Some of the issues I've had in the past, | m
quality issues where stuffs have gone out wrd
and the customers have phoned up complair
and | need to understand the customer why
finds that annoying, and why that has made
problem for him instead of the directors jy
coming down and shouting at people saying g€
right. They need to understand what they've d
wrong, why the customer is actually upset ab
it, so that they actually empathise with
customer. | mean that's something that | nee
do, or try and do, which is, | mean it's a vq
difficult task because one of the guys thg
working there, they really arguably perha
aren’'t bothered. They just come in, they wanng
a job, and then go home.

ehB. P1 recalls the quality problems the company
ngas encountered in the past in which goods
imspatched with the wrong packaging resulted in
testomer complaints. P1 perceives that employees
treeed to understand why the customer was
Istnhappy and why such quality issues were a
tiatoblem for the customer rather than the directors
bio¢ the company demanding that such problems be
orgctified. P1 states that employees should be
heensitised to what they have done wrong, why the
I tcastomer was unhappy about such wrong
rpackaging, so that employees can empathise with
tthe customer. P1 reemphasizes that sensitising
b&mployees to quality issues and the effect it might
thave on the customer was a challenge the
company need to focus upon. P1 however, admits
that achieving such challenge is difficult given
perhaps, the low employee morale.

14. So hopefully, it's gonna be a massive cult

raft. P1 perceives that accomplishing the issues

change for us to actually do this, as | hawwising from the experience would entail a
described to the directors they need to changedsamatic cultural change for the company, as the
well, because as | have learnt in my past studiésam has drawn the attention of the directors to
for culture to change in the business it hag the fact that they need to change as well.
come from the top, otherwise it's not gonh®1lrecollects as a student, he learnt that for iltu

happen. So it's quite an exciting time real\s |
say, this is where, | «call it intern
communications but another phrase for it wo
be internal marketing, and this is what I've do
and I're really working towards.

to change within an organisation there has to be a
[top-bottom approach to bringing about such
ulkchange, otherwise, it is unlikely to succeed. Thus,
heevealing that P1 is aware of the organisational
reality in which top-level managers are perceived
to have the right kind of authority to initiate and
sustain change within an organisation. He feels
enthusiastic about the company’s new direction,
and reiterates the fact that although the expegienc
was being  misinterpreted as internal
communication in his company, that it was
actually internal marketing and affirms that was
what the company has done and working towards

15. As | have said before to you, a lot of it
common sense. If you get people involved, t
they are actually gonna appreciate, and to actd
try to understand what they are doing, insteaq
just being given an instruction and n

i85. P1 reaffirms that the experience entails the
neility to make sensible decisions and that if
adimployees are involved in what the company
| @ifns to achieve, they will appreciate and actually
ostrive to understand their individual roles within

understanding why they are doing it. The idea tbe business. Rather than employees simply being

that eventually people understand wh
everybody is, and they understand ot
departments’ needs as well. Sales have gqg
understand that they can't just ask production
a unit to be built tomorrow, because if product
have to drop everything for that one unit, t
means somebody else is gonna have to do
units, it's gonna get pulled back as well, so s§
has got to understand production. And produc

has got to understand that sales aren’t pressuirivaqnd,

them to annoy them but because their custon
wanted the goods quickly and so on. A
accounts again, they need to be aware of how|
trying to do business, and the cash flow and
that sort of thing, it's all getting everybod
involved.

piaoerced to do something without first making
héinem understand the reasons as to why they are
t eing asked to do such. P1's perception was that
fewentually employees would understand the
oresponsibilities of other colleagues as well as the
nateeds of other departments. P1 elaborates that
tEtes department, for instance, need to understand
aldee limitations in the production department
idrefore making demands of them. On the other
the production department needs to
neygpreciate that the sales department is aiming to
ndatisfy the external customer. Just as the accounts
ldepartment need to be aware of the cash flow
aléeds of the business in order to provide the right
yevel of financial support across the board. P1
reiterates that the key aim of the whole experience

is to get everyone to be involved in what is going
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on within the company.

16. This is the starting point because the dirag
have got to understand that they are looking tq
up this middle management team, which is q
ironic in a way, because all you tend to hear al
these days is middle management team is act

tdr6. P1 asserts that the directors need to
setderstand first that they are aiming to estaldish
liteiddle-level management team, which in P1's
ogéw is ironic given that the industry normal
adhactice is to level the middle level management.

being erased, and being taken out of the equati®i. asserts that they are aiming to strengthen and

Well, what I're looking at is actually putting the
back in, because they can then look after day
day running of the business. They can talk to ¢
other,

mempower middle level managers in order to

-nable such managers to concentrate on running
attte day-to-day aspect of the business and to
communicate with each other.

17. one of the aspects of this project is to h
regular communications meetings between
management heads so that | can discuss ig
that have come up, and then | intend going b
to my teams to tell them what's been discuss
Although it sounds like it's just going to be jy
meetings, but as long as they are done proper
would mean that people get the informat
through them.

al&. P1 indicates that one of the aims of the

tlegperience is to maintain regular meetings

sbetween the management heads in order to enable
attlem to have discussion on the issues affecting the
dulisiness, and to disseminate the issues arising
sfrom such discussion to their various employee

vieiams. He admits that although the whole exercise
omight be perceived as just meetings, he however,
asserts that if such meetings are well managed,
then it could mean that employees can receive
information through such meetings.

What part of that experience would you consi
internal marketing?

18. | say | would all. | really would, because i
all parts and patrticle.

@B, * When asked by the investigator which part
of the experience would be considered as internal
marketing, P1 asserts that the entire experience
‘onstitutes for him the whole idea of internal
marketing.

19. | mean the key bit is the communication si
| keep calling it internal communications. Inter
marketing is all about communicating to peo
and getting people to understand this thing al
issues, the whole idea is to get them to have
company running more efficiently, and ke
providing a better service to the customer. At
end of the day, it's got to be a point to it all.

d&9. P1 indicates that the key area of the

axperience was the communication aspect, which
blee says, they keep referring to as internal

@gmmunication in his company. He asserts that
tinéernal marketing is all about communication and

ethe dissemination of information, as well as

trezeating awareness amongst people within the
business in order to improve efficiency and create
customer value. P1 admits that ensuring customer
value is the major focus of the business.

20. It's all very well keeping people informed, i
if that doesn’t actually help improve the serv
then sometimes you don't always get to the pd
So all of this is gonna come down to keeping
internal people involved to understand w
they're doing.

up0. P1 states that although keeping employees
cmformed is important, he however, perceives that
int. such process does not enhance or improve
treestomer service, then the business may not
natlways achieve its overall objectives. In his view,

internal marketing is simply keeping employees

and individuals within the business involved with

key strategic issues in order to ensure that they
have adequate knowledge and understanding of
their responsibilities.

21. Focus is got to be on giving a better custo
service, | should have drawn from the qual
issues I've talked about before, less pack
problems, because people know how to pac
which box so that the customer is not gor
complain. | would say so far, it's all intern
marketing.

m2t. P1 asserts that the main objective would be to
itgrovide a better customer service, whilst recalling
inge quality issue he had earlier mentioned, which
amose from poor packaging. P1 reaffirms that if
remployees had understood what the correct
apackaging procedures were, then that might
helped to prevent customer complaints. P1
however, asserts that everything he had described
so far constitutes his experience of internal
marketing.

22. My view of internal marketing, forget wh
the theories are, is to keep people within

a2, * When asked by the investigator to clarify his
theew of internal marketing, P1 explicitly states

business involved and to ensure that everyh|

othat apart from the theoretical assumptions
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knows what'’s there, and ensure everybody knpassociated with internal marketing. For him,
what their role is within that business, so thayth internal marketing is keeping employees within
know what they are trying to achieve, and thattee business involved and ensuring that they
what it's all about, so that people are not kept imderstand the business as well as their
the dark, and they are going out there with moresponsibilities within the business in order to
knowledge. So it's easier for one to operptenderstand what the business is aiming to achieve.
because you understand where other departmePisalso states that employee involvement requires
are coming from. You understand theithat employees are informed and provided with

limitations, their issues so you can work betwe
it. Instead of you being non-linked departme
fighting each other which I've spoken before.

anore knowledge, in a way that it easier for them
1o recognise and understand other the limitations
of other departments in order to ensure effective
coordination within the business. Rather than the
departments operating independently and having
conflicts with each other, which he had earlier
mentioned.

23. So the internal marketing is juUsR3. P1 asserts that internal marketing is simply
communications between each department asefwsuring there is communication between

what is happening.

departments regarding the activities within the
business.
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Append

iXx Three

Steps in the analysis of transformed meaning uniigto disciplinary language -
Participant 2.

Note * indicates that the investigator’s questi@s been incorporated in the transformation

I. In as much detail as possible can you descril
situation in which internal marketing has
occurred for you?

P2: These are instances where companies use
of tools. Let me say Nokia tends to communic|
to me, they are sharing information with n
they're using webcast for that or emai
PowerPoint presentations. If it comes down
management line, | get my information.

ela* P2 when asked by the investigator to describe
his experience of IM first designates IM as
instances in which organisations use many tools.
P2 states, for instance, that his organisationgtend
adQse various tools, such as, webcast, emails and
AlfowerPoint presentations to communicate and
&hare information with him. P2 indicates that he
|5_gets his information through the management
Vi&ructure.

2. Nokia tries to or wants to be perceived ag
open organisation where everyone (
communicate with each other. Of course, |

Nokia, and Nokia is a communication compa
You see, as well within different departments t
I're communicating between differe
departments, | call America, | call China, Chi
calls us, | get emails from them, | get requg

a&n P2 states that his company desires to be
grerceived as an open organisation where
aemployees freely communicate with each other.
Y2 asserts that his company is Nokia, and a
habmmunication company. P1 states that they are
htalso communicating internally within different

ndepartments as a company and between various
stobal locations of the company. Meaning that

from them. Projects are being emailed so thaK staffs do communicate with staffs in America

what | do for a customer in the UK might
helpful for a customer in Bulgaria or in Hollaf
or Denmark, | then talk to the people, | try togh
or they try to help us.

band China, and that staffs in China in turn,

ccommunicate with staffs in the UK through the

blexchange of emails and requests. Such that
projects are exchanged, and the services the
company provides for a customer in the UK might

be helpful for a customer in other locations, for

example, Bulgaria, Holland or Denmark, since

employees interact and help each other.

3. | think it comes down to the attitude in t

company that | are left with this idea to be op@ip tommunication

each other. Probably, it takes a Nokia person t
this,/ may be in the recruitment process they
willing to get people in who are easy to sh

information with or like to talk or find it very

interesting to talk to people from differe
countries, different cultures
backgrounds.

and differe

attributes such ease of internal
to the attitude within his

b dompany, in which people are open to each other.
dP@ asserts that perhaps, it takes his company’s
premployees to adopt such an open attitude, and
traces such open attitude to the recruitment
hprocess in which the company is willing to
nemploy people with good interpersonal
communication  skills, people who are
approachable and happy to associate with others
from different countries as well as from different
cultural backgrounds.

ng. P2

4. Training of course is one thing | do a lot

id. P2 identifies training as constituting part & h

Nokia, also the technology is moving fast, buxperience, as something that is widespread in the

also | get a lot of soft skills training where leg

teached to communicate, to hold the mirror
front of ourselves, and look at ourselves the w

communicate with each other, the way | ¢

improve communication with each other. Traini
is one of the things within Nokia | have.

rcompany given the fact that technology is
iconstantly evolving. P2 also affirms that they
nyetually undergo soft skills training in which they
aare taught communication skills. P2 compares the
ngaining metaphorically with the mirror, in which
staffs are urged to examine and reflect the way in

which they would like others to communicate to
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them as a way of to help them improve the
manner in which as employees they communicate
with each other. P2 emphasizes that training is
one of things that they have within his Nokia.

5. Yeah, because of these tools that Nokiq 3s P2 asserts that from his experience, and given
using, they probably get more commitment out @ie various tools his company uses, it probably
us, I're more committed to be part of the wholgets more commitment from him and his other
Nokia experience, and of course, that is what|tkelleagues, as they are more committed to be part
company wants./ They give me this motivatiprof the whole company experience, which in his
all the secondary things, you get service excelleperception, is what the company desires. P2 states
bonuses, you're allowed to take your girlfrienthat the company also tries to motivate him using
out for a dinner in posh restaurants, and holidays,range of bonus schemes including a bonus for
these are the tools they use to motivate me,|aaxtellent customer service, paid holidays, and
broadband, everything | have, that’'s what | get| broadband, and everything the company may have
access to, that is what employees receive.

I: What part of that experience will you considef 6. * When questioned by the investigator as to
IM? what part of the experience would he consider
specifically as internal marketing. P2 states that
6. | think internal marketing is the big picturs, I internal marketing is the broad picture and
see my management they're probably trying| ®mphasized that the intention of his company was
keep me and that is their aim because they Igstoaretain him as an employee, given that he was
lot of time. The first two years in my job you afréess useful to the company in the first two yedrs o
next to not useful, they’re not making any mondyis employment. Therefore, P2 asserts that the
out of you. So the longer they can keep you, |thenger the company can retain an employee the
more viable you can be to them,/ but of coufsmore such employee is able to work as intended
it's not only keeping you, but also beindor the company. More so, P2 asserts that the
motivated and committed to get up in the mornjrgpbmpany also aims to motivate employees so that
at 50’clock and be in Bristol at 80’clock to spefathey are committed to satisfy the customers’
to your customers, to be there for your customarnseds. Thus, revealing that P2 is obviously aware
and to get this commitment and get thithat organisations should do more than retain

motivation. employees but ensure that employees are equally
motivated and committed to satisfy their
customers.

7. Nokia of course, they're smart people, they|t& P2 states that his company attempts to use
to use this internal marketing, it's a tool for iting¢ internal marketing or rather, as he perceives,
to keep me smiling, keep me happy and motivatéaternal marketing is an effective tool that his

company uses to keep him satisfied and
motivated.

8. For example, | did a big project at the star{ 8 P2 demonstrates how his company uses internal
the year, and at the end of that year | got a hicearketing to satisfy him with an illustration of
bonus out of it. They, | wasn't completely happkiow was paid a bonus for being involved in a
how they gave it to us, may be that is the UKroject earlier in the year. Although P2 expressed
thing, | got a nice envelope, and in there wasraservation over the manner in which the bonus
large amount of money, which was nice. Thaf @fas given to him, he nonetheless thought it was
course, is one of the internal marketing tools theyce, as the envelope contained a large sum of
have. money. He asserts that bonus payment is one of
the internal marketing tools his company has.
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Appendix Four

Steps in the analysis of determining IM structure fom steps 2 and steps 3 above
(Participant 1)

Only the transformed meaning units and the detezthistructure are illustrated in the
columns because of space considerations.

1.* P1 asserts he could recall a situation in whjidihe experience of IM and its importance to inter-
internal marketing has occurred for him by citihgepartmental interactions was highlighted via a
the internal communication project his comp rWOject on internal communication undertaken by
has recently undertaken. P1 starts by providifjgda student following increasing complaints
background to the project in order to give an igédnongst ~ employees  regarding  lack  of
of how his experience began. P1 states Haterdepartmental communication within the
originally, a student attached to the manufacturik@mpany.

department of his company was mandated by] his

boss, the operations director to do a small prgject

on a number of issues including internal

communication since most employees in the

department were complaining of lack of internal

communication. P1 then says that the student

began by conducting few interviews amongst

employees before coming up with some findings.

2. P1 states that some of the findings from [th
mini project conducted by the student were useful,

nevertheless, P1 asserts that from his experience

of having been employed in the company a|lot

longer than the student he realised that somg of

the issues uncovered by the student did |not Passed over
exactly capture employees’ issues in fhe

company. P1 then blames employees’ f3lse

responses for such poor findings, and attribdites

such to the fact that employees had no knowlgdge

as to why the student was asked to conduct $uch

internal survey in the first place. P1 says becguse

employees lacked such knowledge, they therefore

responded falsely in order to avoid getting into

trouble in case their responses got back to|the

directors of the company.

3. Plnonetheless affirms that the student's

findings were useful in that the directors of the

company considered the findings and requesgted

the heads, or in effect, the most experiencedsstaff Passed over
in each department, comprising P1 and two other

female colleagues in the company to work a

team on the student’s findings including a list|of

other issues.

4. However, Pl states that after they hakhe realisation that the report from the mini
examined the student’s findings, they decided pooject did not adequately address key issues
conduct another employee interview since (ladfecting the business necessitated the need to
student’s findings did not address key isspesnduct another employee survey. Although this
affecting the business. P1 states that thége, the survey was approached differently, as
approached employees, who they believed wowdhployees were informed as to rationale and the
be honest in addressing the concerns raised in thepose of the survey whilst assuring them of
survey, and then went further to inform sycanonymity and their confidentiality. Amongst the
employees of the purpose of the survey amdajor problems that emerged was lack of
assured them of their confidentiality, meaning thatterdepartmental interactions in terms of
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nothing such employees said in their intervi
would be attributed to them or passed back to
directors. P1’s perception was that such apprd
would offer such employees the freedom
express their views without fear of victimisatid
The implication was that they got a list

responses that actually reflect why problems w
occurring in the business in terms of all

internal processing flows. P1 affirms that

major issue that came out from the sec
interview was the absence of communicat
across departments in terms of understanding
is responsible for what department.

e

ewnderstanding individual responsibilities within
tthee business.

ach

to

n.

of

ere

he

bnd
on
who

5. P1 states that they actually realised amongs|
team that they lacked knowledge of
management structure within the business
terms of their individual responsibilities towar
one another. He asserts that such lack
knowledge within them was an issue amongst
employees, as it was difficult amongst the staf
understand who their managers were in a busi
of forty-five people.

t th
he
in

ds
of
all

f to

ness

Passed over

6. P1 however, reiterated that the team identigq
number of salient issues affecting the busin
which they uncovered from reinterviewin
employees, and then linked such issues in reld
to how they affect various departments.
perceives that having got together was usefu
each member of the team came from different
of the business including manufacturir
purchasing, sales and finance.

2d
bSS,
9
tion
P1
| as
side
g,

Passed over

7. P1 states that they had series of initial mgst

nThe sudden awareness and realisation of how

that provided them with the opportunity to disc

smasily and quickly past conflicts could be resolved

and settle minor issues, which although were [natongst them just by communicating to each
part of the experience itself, have been sourcgather was motivating, which meant that the team
major concern amongst them in the past. |BEcame more positive and enthusiastic that the

expressed surprise from realising how eagiims of

the (project) experience can be

issues could be resolved amongst them just byccessfully realised.
communicating with each other. He asserts that it
was never the case in the past given that|the
directors of the company did not make an effort to

highlight the

communication. P1 then says that they

importance of such nature |of

ot

motivated from resolving such minor issues and
by communicating with each other before the
main issues arising from the experience had gven
started, and this provided the team with an idef of

the success they could achieve

from

communicating and deliberating on the isspies

relating to the experience.

8. P1 states that they commenced discussing
issues uncovered from the experience with|an
internal appraisal before articulating differgnt
ideas on how they could improve communicatjon
between departments. P1 asserts that they have

presented the board of directors with their ideas

and that they are considering them with a vie
implementing them. Although, P1 says

Passed over
to
he

directors need to review such ideas in order to
consider their financial implications before goipg
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ahead with their implementation given that some
of the ideas might obviously require funding.

9. P1 affirms that the key aspect of the experign€ae need to put in place proper communication
is that there is now improved communicatioand information dissemination channels became
across department within the business, as halyvious from the experience. And one of the key
have realised amongst themselves that they maspects of the experience was the realisation that
communicate better and also streamline |thiee directors of the company must lead the way in
channels of communication within the businesg siisseminating information across the business,
that employees can better relate with each othetich entails creating awareness and encouraging
P1 admits that although his view of how sycbmployee involvement in what the company aims

channels of communication can be structuréd achieve.

seems to be unclear, he nonetheless state
before communication can be effective

that
nd

information disseminated across the departments,

it has to stem from the directors of the comp
and then go all the way down the chain of
company. He perceives that the key thing
effective communication is ensuring th
information is properly disseminated across
board in a manner that everyone is aware
involved in what goes on within the business.

ny
the

to
at
the
and

10. P1 recalls ordinary situations in whi
dispatch goods were packaged wrongly,

attributes such wrong packaging to employg
lack of knowledge of the proper packagi
procedure. P1 states that upon investigation g
why employees lacked such information, th
realised that proper procedures and training v
not in place. P1 attributes such lack to the faat
no one knew whose responsibility it was
provide such employees with the requig
training, which of course, in P1's percepti
explains why such employees got the packag
wrong.

cihe wrong packaging of goods was attributed to
amegligence in providing employees responsible
efgr such functions with the correct information

hgnd training on proper packaging procedures, but
sntore so, to the fact that no one knew whose
enesponsibility it was to provide the employees
argth such training.

[
to
ite
bNn

jing

11. P1 affirms that the experience did unco
other complex problems affecting the busing
and will definitely be a huge project to sustaie
perceives the major aspect of the experience t
internal marketing although in his company,
was being misinterpreted as interr
communication. This is because, as P1 assertd
experience involves how to dissemin

v€entral to the internal marketing experience was
dhe realisation and admission that heads of each
Hdepartment must address the issue of training and
pdiso create internal awareness as to the objectives
vf the business. There was a perception however,
ghat amongst the goals of the experience was how
,ithe ensure  effective internal communication,
taddress the issue of training, and ensure that

information across the business as a whole| Bderyone within he company is aware of the
reiterates that the focus of the experience was hobjectives of business.
to ensure effective internal communication within

the business.
departments, they realised the need to

He admits as heads of varjous

ach

address the issue of training and individpal
responsibilities in their respective departmengs), a

well as ensure that everyone in the busine

is

aware of the objectives of the business in termis of
its aims, and product offerings.

12. P1 states that one of the issues highlighted@s of the key aspects that emerged from the
a result of the experience was the fact thatternal marketing experience was the need to
employees lack knowledge of the product tharovide better training systems so that employees
company offers. P1 emphasizes that employemn have a better knowledge of individual and
should actually be trained to understand all tliepartmental functions within the business, as
products the company offers. Therefore, ond wkll as understand their own jobs, the customers,
the proposals from the experience is to ensure|thatl what such customers hope to benefit from the
there is in place a proper training system withitcompany.
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the business, so that everyone can understan
just the demands of their jobs, but also an ide
the overall business, the customers, as wel
their needs.

 not
A of
as

13. P1 recalls the quality problems the comp
has encountered in the past in which go
dispatched with the wrong packaging resulted
customer complaints. P1 perceives that employ
need to understand why the customer
unhappy and why such quality issues werg
problem for the customer rather than the direc
of the company demanding that such problem
rectified. P1 states that employees should
sensitised to what they have done wrong, why
customer was unhappy about such wrg
packaging, so that employees can empathise
the customer. P1 reemphasizes that sensiti
employees to quality issues and the effect it m
have on the customer was a challenge

company need to focus upon. P1 however, ad
that achieving such challenge is difficult giv
perhaps, the low employee morale.

ANy
bds
in
ees
vas
b a
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be
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ng
with
sing
ght
the
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Passed over

14. P1 perceives that accomplishing the iss
arising from the experience would entail

dramatic cultural change for the company.

asserts that the team has drawn the attentiored
directors to the fact that they need also to chal
P1 recollects as a student, he learnt that fouc
to change within an organisation there has to

top-bottom approach to bringing about sU
change, otherwise, it is unlikely to succeed. TH
revealing that P1 is aware of the organisatig
reality in which top-level managers are percei
to have the right kind of authority to initiate a
sustain change within an organisation. He fg
enthusiastic about the company’s new direct
and reiterates the fact that although the expegi
was being  misinterpreted as

UEke perception that the internal marketing
axperience would precipitate a dramatic cultural
Hehange in the organisation was embraced,
f dfthough there was a sense that it requires strong
hgep-level management support/involvement in
t order to succeed. This perception was reaffirmed
bas crucial to the company’s new direction as well
chs one of the aims of the IM experience, although
uhe company misinterprets IM as internal
nebmmunication.

ed

nd

els

on,

nc

internal

communication in his company, that it was

actually internal marketing and affirms that
what the company has done and workimgards.

as

15. P1 reaffirms that the experience entails |tAdere is awareness that employees need to be
ability to make sensible decisions and thaf ifivolved in what the company aims to achieve
employees are involved in what the compamgather than just being instructed to execute tasks.
aims to achieve, they will appreciate and actual§uch approach is one of the key aims of the
strive to understand their individual roles withiinternal marketing experience, and entails
the business. Rather than employees simply beiffective integration and better coordination
coerced to do something without first makipgetween the functional units in the company.
them understand the reasons as to why they dfeere is an expectation that encouraging
being asked to do such. P1's perception was [tleaployee involvement via integration would
eventually employees would understand thdtimately, lead such employees to understand the
responsibilities of other colleagues as well as|thetivities of other departments.

needs of other departments. P1 elaborates |that

sales department, for instance, need to undergtand

the limitations in the production department

before making demands of them. On the other

hand, the production department needs| to

appreciate that the sales department is aiming to

satisfy the external customer. Just as the accqunts

department need to be aware of the cash
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needs of the business in order to provide the 1
level of financial support across the board.

reiterates that the key aim of the whole experig|
is to get everyone to be involved in what is go
on within the company.

ight
P1
nce

ng

16. P1 asserts that the directors need
understand first that they are aiming to estaldig
middle-level management team, which in P
view is ironic given that the industry norm
practice is to level the middle level managemg
P1 asserts that they are aiming to strengthen
empower middle level managers in order
enable such managers to concentrate on run|
the day-to-day aspect of the business and
communicate with each other.

A it turned out, the internal marketing experience
hwas to encourage individual involvement and

1'smpower middle management position to ensure
akffective communication and to handle the day-to-
eritay activities within the business.

and

to

ning

to

17. P1 indicates that one of the aims of
experience is to maintain regular meetir
between the management heads in order to er
them to have discussion on the issues affecting
business, and to disseminate the issues ar
from such discussion to their various employ
teams. He admits that although the whole exer|
might be perceived as just meetings, he howe
asserts that if such meetings are well mana
then it could mean that employees can recq
information through such meetings.

teéne of the major purposes of the internal
gvarketing experience was to ensure regular
alwenmunication and dissemination of information
tdmaongst the various departments within the
samnpany.

ee

cise

ver,

jed,

pive

18.* When asked by the investigator which p
of the experience would be considered as inte|
marketing, P1 asserts that the entire experig
constitutes for him the whole idea of intern
marketing.

art
rnal
nce

al Passed over

19. P1 indicates that the key area of

experience was the communication aspect, w
he says, they keep referring to as inten
communication in his company. He asserts
internal marketing is all about communication g
the dissemination of information, as well
creating awareness amongst people within
business in order to improve efficiency and cre
customer value. P1 admits that ensuring custqg
value is the major focus of the business.

thEhere was a view that the internal marketing
hiekperience was all about ensuring interaction and
nmiformation dissemination amongst employees,
hahich was required in order to create customer
nehlue.

as

the

ate

mer

20. P1 states that although keeping employ

edkhough the need for interaction between

informed is important, he however, perceives thamployees within the business was thought to be

if such process does not enhance or impr
customer service, then the business may
always achieve its overall objectives. In his viqg
internal marketing is simply keeping employq
and individuals within the business involved w|
key strategic issues in order to ensure that {
have adequate knowledge and understandin
their responsibilities.

oiraportant, the crucial aim of the internal
moarketing was for such interactions to improve
vgnd enhance customer service for the company.
eBhere was a view that internal marketing entails
tlkeeping employees involved with the strategic
hegeds of the business by ensuring that they have
jogood knowledge and understanding of their
responsibilities.

21. P1 asserts that the main objective would b
provide a better customer service, whilst recall

the quality issue he had earlier mentioned, wh

arose from poor packaging. P1 reaffirms tha
employees had understood what the cor
packaging procedures were, then that mi
helped to prevent customer complaints.

eThe realisation that ensuring there is in place the
ingecessary training systems and its relevance to
igheventing quality problems within the business,

t such as, wrong packaging, was considered as the
raokin  objective of the internal marketing
gbkperience.

P1

however, asserts that everything he had desc

rli1bed

so far constitutes his experience of interpal
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marketing.

22. * When asked by the investigator to clarify hiShere was experiential understanding of internal
view of internal marketing, P1 explicitly statgesnarketing as keeping employees within the
rmausiness involved and ensuring that they are
associated with internal marketing. For hifrempowered, which entails providing employees
internal marketing is keeping employees withiwith information and knowledge of activities in

the business involved and ensuring that theyher departments in order to ensure effective
understand the business as well as thewoordination across the company.

that apart from the theoretical assumptig

responsibilities within the business in order

to

understand what the business is aiming to achigve.

P1 also states that employee involvement requ
that employees are informed and provided

ires
ith

more knowledge, in a way that it easier for them
to recognise and understand other the limitatipns
of other departments in order to ensure effective

coordination within the business. Rather than
departments operating independently and ha
conflicts with each other, which he had ear
mentioned.

the

ng
ier

23. P1 asserts that internal marketing is sinj
ensuring there is communication betwg
departments regarding the activities within
business.

ply
en
he

Passed over
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Appendix Five

Steps in the analysis of determining IM
(Partici

structure fom steps 2 and steps 3 above
pant 2)

Only the transformed meaning units and the detezthistructure are illustrated in the

columns because of space considerations.

1.* P2 when asked by the investigator to descfifée perception was that internal marketing

his experience of IM first designates IM

gxperience involves the various tools, such as,

instances in which organisations use many tdo¥éebcast, emails and PowerPoint presentations,

P2 states, for instance, that his organisationst
to use various tools, such as, webcast, emails|
PowerPoint presentations to communicate
share information with him. P2 indicates that
gets his information through the managem
structure.

fwhich organisations use to communicate and
Sh@re information with their employees.

and

he

ent

2. P2 states that his company desires to
perceived as an open organisation wh
employees freely communicate with each ot
P2 asserts that his company is Nokia, an
communication company. P1 states that they
also communicating internally within differe
departments as a company and between va
global locations of the company. Meaning t
UK staffs do communicate with staffs in Ameri
and China, and that staffs in China in tu
communicate with staffs in the UK through t
exchange of emails and requests. Such

projects are exchanged, and the services
company provides for a customer in the UK mi
be helpful for a customer in other locations,

example, Bulgaria, Holland or Denmark, sin
employees interact and help each other.

bhere is a sense that since the company desires to
ebe perceived as a communication company, it
erncourages open communication and interaction
l amongst employees, not just within one location,
dret across different departments in various
htgeographical locations so that employees are able
isaexchange information that enables the company
ndd deliver the same customer experience across
cgeographical borders.

I,

ne

that

the

ght

for

ce

3. P2 attributes such ease of inter
communication to the attitude within h
company, in which people are open to each of]
P2 asserts that perhaps, it takes his compd
employees to adopt such an open attitude,
traces such open attitude to the recruitm

ndlhe perception that the company was more likely
isso employ people with the ability to communicate
hand interact easily with others regardless of their
ngtdtural backgrounds emphasises the importance
aad the ease of interaction amongst employees,
ewhich was reported as an attitude within the

process in which the company is willing ta@ompany.
employ people with good interpersonal
communication  skills, people who are

approachable and happy to associate with ot
from different countries as well as from differg
cultural backgrounds.

hers
nt

4. P2 identifies training as constituting part of
experience, as something that is widespread irj
company given the fact that technology
constantly evolving. P2 also affirms that th
equally undergo soft skills training in which th
are taught communication skills. P2 compares
training metaphorically with the mirror, in whig
staffs are urged to examine and reflect the wa|
which they would like others to communicate

nThe emphasis on the importance of employee
theining in the company underscores its vital role
i® enhancing interaction amongst employees.
ey
2
the
h
in

o
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them as a way of to help them improve

he

manner in which as employees they communic¢ate

with each other. P2 emphasizes that trainin
one of things that they have within his Nokia.

is

5. P2 asserts that from his experience, and g
the various tools his company uses, it probg
gets more commitment from him and his ot
colleagues, as they are more committed to be
of the whole company experience, which in

perception, is what the company desires. P2 s
that the company also tries to motivate him ug
a range of bonus schemes including a bonug

VvEhe awareness that the company uses tools, such
bdg, excellent customer service bonuses, paid
ndroliday and broadband services and their

paerceived influence on employee commitment

hiznd motivation was one of the purposes/goals

areternal marketing experience was designed to

irachieve.

for

excellent customer service, paid holidays, and

broadband, and everything the company may H
access to, that is what employees receive.

ave

6. * When questioned by the investigator ag
what part of the experience would he consi
specifically as internal marketing. P2 states
internal marketing is the broad picture

emphasized that the intention of his company \
to retain him as an employee, given that he

less useful to the company in the first two yedr
his employment. Therefore, P2 asserts that
longer the company can retain an employee
more such employee is able to work as inten
for the company. More so, P2 asserts that
company also aims to motivate employees so
they are committed to satisfy the customd
needs. Thus, revealing that P2 is obviously aw
that organisations should do more than re
employees but ensure that employees are eq
motivated and committed to satisfy thg
customers.

]

ferom the experience, it was perceived that
derternal marketing involves the various tools that
htte company uses to retain its employees, but
nohore so, there was the notion that the company
wabBould aim to motivate employees and ensure that
Wiy were committed to satisfy the needs of their
5 external customers.

the

the
ded

the
that

rs’

are

ain
Lally
Bir

7. P2 states that his company attempts to
internal marketing or rather, as he perceiy\
internal marketing is an effective tool that
company uses to keep him satisfied
motivated.

¥

UBkere was awareness that internal marketing can
dge used to achieve employee satisfaction and
imotivation.

nd

8. P2 demonstrates how his company uses intgrilaere was emphasis on bonus payment as
marketing to satisfy and motivate him with gamongst the internal marketing tools that the
illustration of how was paid a bonus for beihgompany uses to satisfy and motivate employees.
involved in a project earlier in the year. Although

P2 expressed reservation over the manne

in

which the bonus was given to him, he nonetheless
thought it was nice, as the envelope containgd a
large sum of money. He asserts that bopus
payment is one of the internal marketing tools |his

company has.
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Appendix Six

Transcribed interview protocol for P1

Q: In as much detail as possible, can you descrilzesituation in which internal
marketing has occurred for you?

1. Pl Yes, | can. The key one will be the internal conmmsations project I call
it that I've just started working on. Now, | neeal give some background
perhaps so that you know for your research howdame about. Originally,
small project was given to a student who was wakahFiltermist, as part of,
he was working in my manufacturing department aedhhs to do a mini
project on a number of aspedts.

2. His boss, the operations director says everyoneomaglaining no one was
communicating with each other, so do a projectrdaarnal communications.
So he did few interviews with people and came ufn \8bme results in the
project./

3. Some of the findings were good, but having workedhe business a lot
longer, | realised that some of the responses Beghtiwere probably false,
because they didn’'t understand why he was askiegetljuestions and they
didn’t want to give true answers in case he gokliache directors. So they
weren’t necessarily giving the correct answers bsedhey were scared that if
they gave the right answer he might get back todihectors and they get in
trouble./

4. But anyway, it helped us though, because the dire¢bok his report and then
took three of us, heads of each department off@ctetthe most experienced in
each department. That is myself, and two other woimethe business, and
said, here is this report, and then gave us aflisther questions to go with it.
And said, here is the project, go away and do this.

5. So | had to read the original report | looked tlyloul said well, it's missing
things, or this is wrong. So, what | did was | wenit and re-interviewed
people, and asked them, people that | knew whodvgive us honest answers
because | told them why | were doinglisaid that nothing will go back to the
directors, it was all anonymous, so they couldwshsgit they wantedAnd so |
got a list of issues, and it all got to do with winpblems occur in the business
in terms of all the processing flow. The key thihgt came up was just the
communications between departments who was resgendor what
department/

6. | didn’t even know the true management tree ashighvperson was in charge
of which other person. So that was an issue amaigft members, nobody
knew who their boss was, and this is a busined$ geople. /

7. Anyway | did this project and | actually decided t@ectioned it all down and
| came up with a number of different issues witthie business that needs
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10.

11.

12.

addressing in each department. So, just gettingtiheg as a whole, it was a
member of the sales, a member of the accounts,nabereof the purchasing,
he was there for the manufacturing side of the Mass. In effect, | had
someone who was representing every side of thebssi

And for the first few meetings that | had, | actyatoned out a few little
minor issues, which weren’t part of the project itstjust been bugging us for
the past, probably a few years. And just by talkmgach other, | realised how
many issues that could be easily solved. But inpéh&t, no body had done it
because the directors hadn't been bothered or gign’t think it was
important. And it's really from then on | got madited, that by being able to
solving those minor issues just from sitting downind the table before the
project had ever even started. And | suddenly ga/vtbink of what | could
do here.

And to start off with the report, | did sort of amhnSWOT, as in not the real

SWOT analysis, but | just did a mini version ofand came up with these
ideas on how | could improve things, how the deparits could communicate
between each other. I've recently presented it kioard of directors, and
they are considering it. But they’'ve told us siticey are wanting to go ahead
with the majority of it, they just need to checkadirgh certain things. Because
some of the things that | suggested cost moneytladare sort of weighing

things up in terms of cost benefits obviously. /

But | think the key aspect of it was that each depeant is now talking to each
other. Because the key thing | suddenly realised waat | need to
communicate better within the business, and | haveort out my lines of
communication so | know who | should talk to, ahdrt they would talk to the
other person. | know although it sounds longwindeldat I've found is that it
should be the directors speak to the directorsdttectors then speak to the
heads of their departments, the department headssfpeak to each other or to
their directors, and then they can disseminaternmédion down the train. In
effect, it's how to disseminate the informationtak way to the bottom of the
business so that everyone gets involved with whatiming for/

Simple situations whereby | have problems with disp of goods not going
out in their correct packaging, it was found it vieezause they’ve never been
told what the correct packaging was. When | ingadad why don't they
know, it was because there was no procedure, noteadly knew whose job it
was to train them, and so, it was no wonder they thould get things wrong,
because, it put holes everywhere. /

Really, it opened a can of worms this project @dd it's gonna be a huge
project to keep going. But the start of it, and Key aspect of this project,
although | called it internal communications, cobllargued as being internal
marketing, is the lines of communication, how tesgiminate the information
down to everybody about the business as a whold. gneverything I've

discussed is centred around this communicationcaspel | realised | all need
to go away to my own departments, look at the imginlook at who is
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13.

14.

15.

16.

17.

responsible for what, ensure that people are inddrabout what is going on in
the business, what I're actually trying to achievbat products I're building.

One of the aspects that was brought up is that,dtrlding on this project in

the hearts of the people that don’t even know wihey do. All these products
I're making | should actually train them on thab 8ne of the aspects the
project is come up with that, | need to get a Ipétining system in place, so
that | know everybody knows not just their jobst that they’ve got an idea of
the business, what | do, who are customers aretcandderstand really what
are customers want from Us.

Some of the issues I've had in the past, | mealfitgussues where stuffs have
gone out wrong, and the customers have phonedmplaming, and | need to
understand the customer why he finds that annogind,why that has made it
a problem for him instead of the directors just supdown and shouting at
people saying get! it right. They need to undet@hat they’'ve done wrong,
why the customer is actually upset about it, sa thay actually empathise
with the customer. | mean that's something thaeédto do, or try and do,
which is, | mean it's a very difficult task becausae of the guys that's
working there, they really arguably perhaps, aréothered. They just come
in, they wanna do a job, and then go home.

So hopefully, it's gonna be a massive culturalngeafor us to actually do
this, as | have described to the directors theyl neechange as well, because
as | have learnt in my past studies, for cultureltange in the business it has
to come from the top, otherwise it's not gonna lepso it's quite an exciting
time really. As | say, this is where, | call it internal commeetions but
another phrase for it would be internal marketigg this is what I've done,
and I're really working towards.

As | have said before to you, a lot of it is comnsanse. If you get people
involved, then they are actually gonna appreciatej to actually try to
understand what they are doing, instead of jusigbgiven an instruction and
not understanding why they are doing it. The idedhat eventually people
understands where everybody is, and they understied departments’ needs
as well. Sales have got to understand that thely pes ask production for a
unit to be built tomorrow, because if productiorvédo drop everything for
that one unit, that means somebody else is gonwa teado ten units, it's
gonna get pulled back as well, so sales has gotderstand production. And
production has got to understand that sales app4suring them to annoy
them but because their customers wanted the goaidklyjand so on. And
accounts again, they need to be aware of how iyieg to do business, and
the cash flow and all that sort of thing, it's gditting everybody involved.

This is the starting point because the directoxe lgot to understood that they
are looking to set up this middle management tesnich is quite ironic in a
way, because all you tend to hear about theseidaggldle management team
is actually being erased, and being taken out efettpuation. Well, what I're
looking at is actually putting them back in, beaatisey can then look after
day-to-day running of the business. They can t@ak&ch other, /
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18.

one of the aspects of this project is to have mgabmmunications meetings
between the management heads so that | can dissugs that have come up,
and then | intend going back to my teams to tehthwhat's been discussed.
Although it sounds like it's just going to be juseetings, but as long as they
are done properly, it would mean that people get ittformation through
them./

Q: What part of that experience will you consider o be internal marketing?

19.

20.

21.

22.

23.

PL I say | would all. I really would, because it parts and particlé.

I mean the key bit is the communication side, |pkeslling it internal
communications. Internal marketing is all about ocwmicating to people and
getting people to understand this thing about sstle whole idea is to get
them to have the company running more efficiendigd keep providing a
better service to the customer. At the end of @ng @'s got to be a point to it
all./

It's all very well keeping people informed, butthiat doesn’'t actually help
improve the service then sometimes you don’agiaget to the poirit.

So all of this is gonna come down to keeping theriral people involved to
understand what they’re doing.

Focus is got to be on giving a better customeriserd should have drawn
from the quality issues I've talked about beforessl packing problems,
because people know how to pack in which box sb ttie customer is not
gonna complain. | would say so far, it's all intekmarketing. /

Q: Are you then saying internal marketing is what?

24.

25.

26.

27.

P1 My view of internal marketing, forget what theetries are, is to keep
people within the business involved and to ensti tverybody knows
what's there, and ensure everybody knows what th@e is within that
business, so that they know what they are tryingctueve, and that's what it's
all about/

So that people are not kept in the dark, and theyaing out there with more
knowledge so it's easier for one to operate becawse understand where
other departments are coming from. You understéued fimitations, their
issues so you can work between it. /

Instead of you being non-linked department figh&agh other which I've
spoken before. /

So the internal marketing is just communicationsveen each department as
to what is happening. /
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Appendix Seven

Transcribed interview protocol for P2

Q: In as much detail as possible, can you descrilzesituation in which internal
marketing has occurred for you?

1. P2 These are instances where companies use a toblsf Let me say Nokia
tends to communicate to me, they are sharing irdaon with me, they’re using
webcast for that or emails, PowerPoint presentatidhit comes down via
management line, | get my informatibn.

2. Nokia tries to or wants to be perceived as an @vganisation where everyone
can communicate with each other. Of course | ar&idNoand Nokia is a
communication company. You see as well within défe departments that I're
communicating between different departments, | éafierica, | call China,
China calls us, | get emails from them | get retmésm them. Projects are
being mailed so that what | do for a customer m thi< might be helpful for a
customer in Bulgaria or in Holland or Denmark, ¢htalk to the people, | try to
help or they try to help us.

3. Ithink it comes down to the attitude in the comp#mat | are left with this idea
to be open to each other. Probably, it takesldadNeerson to do thig,

4. may be in the recruitment process they are wiltomget people in who are easy
to share information with or like to talk or findl very interesting to talk to
people from different countries, different cultusesd different backgrounds.

5. Training of course, one thing | do a lot in Nokiaaathe technology is moving
fast, but also | get a lot of soft skills traininghere | are teached to
communicate, to hold the mirror in front of oursy and look at ourselves the
way | communicate with each other, the way | capriosme communication with
each other. Training is one of the things withirkidd have/

6. Yeah, because of these tools that Nokia is usihgy tprobably get more
commitment out of us, I're more committed to betpafr the whole Nokia
experience, and of course, that is what the compeamys/

7. They give me this motivation, all the secondarngsi you get service excellent,
bonuses, you're allowed to take your girlfriend dot a dinner in posh
restaurants, and holidays, these are the tools tiseyto motivate me, and
broadband, everything | have, that's what | get./
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Q: What part of that experience will you consider M?

8.

10.

P2: | think internal marketing is the big picture lasee my management they're
probably trying to keep me and that is their aimauese they lost a lot of time.
The first two years in my job you are next to nséful, they’'re not making any
money out of you. So the longer they can keep ffueimore viable you can be
to them/

but of course, it's not only keeping you, but aeong motivated and committed
to get up in the morning at 50’clock and be in Biisat 80’clock to speak to
your customers, to be there for your customerstargkt this commitment and
get this motivatior.

Nokia of course, they’re smart people, they tryse this internal marketing, it's

a tool for them to keep me smiling, keep me happy motivated. For example,

| did a big project at the start of the year, ahtha end of that year | got a nice
bonus out of it. They, | wasn’t completely happwhibiey gave it to us, may be
that is the UK thing, | got a nice envelope, andhere was a large amount of
money, which was nice. That of course, is one efitliernal marketing tools

they haved.
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Appendix Eight

Excerpts from the transcribed interview protocol fa P3

Q: Can you describe in as much detail as possiblesguation in which internal

1.

marketing has occurred for you?

P3: Internal marketing as in my managers sitting withand speaking to us
what is expected from us.

| have a meeting every Wednesday morning, and riéwech opens half an hour
later, that is my main, | call it a DOFT, they @thhave a video, or a product
they’re launching, or they are making us aware pfaluct, or that they want to
increase the sales target at that point, and thageas will do a whole like eh, |

think it's being sent to them from head office wiiagy need to say to us. And
they would basically sit there in front of everylgpédnd everybody has to be
there on that morning, and they would be told whaixpected of us, what I're

doing well in and what | need to improve in, andythwvould send us packages
down either to join a game, or may be sometimeust §it there and watch a
video./

The managers would say well, this is how | as grailptry and do this, they

would give us a strategy of this is what is expgdtem your team, this is what
is expected from your team, and this is what iseeigd from your team, and
how all the teams would come together to achievatwime head office or the
regional office had told us I're aiming for reallffhat’'s the main internal

marketing that I've seen every week, and also,aisly, on a day-to-day basis
my manager would tell us in the morning this is wha done well on, this is

what | need to improve on and this is why | needdat. Most of it is towards

getting my targets right, and some of it is,

| had a meeting with all the customer advisors alhthey said all day was that
the people who get the best sales target aren’p#uple who help the most
customers, and that’s where I're going generafly hielp them my services gets
better, if | help them my sales gets better. So sibulown with somebody I're
actually helping them, I're not selling them sonuegfy I're helping them with
something, so thatis it. /

Q: You talked about video, what do you see in theideo?

5.

P3: A lot of the videos, but some of the videos ist jmnore generally a lot about
security and stuffs in the brandh.

Some of them are about somebody has walked intewbere and the customer

advisor hasn’t sat down with them and explaineth&m, they could have had
this, they could have had that, and they’'ve wali&etl And they show example
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of what could have happen if they came back to gmmplaining about it. On
the other hand, there are also people who are Ipctaging I've had the best
service from the bank.

A lot of the stuffs that comes out in the video,athaf it is, but this is how | used
to do, this is how well | are now, and | can stb better, there is actual
diagrams they show to us how to get there. Yolwadet of that/

Q: What part of that experience would you consideto be internal marketing?

8.

10.

P3. As in where they’re actually trying to promoteeith products to you...I
would say all of it basically. The whole DOFT issizlly put towards that.

Other than some week where | have to watch a Videsecurity reasons, most
of it is towards internal marketing.

They’re getting you to see this is why I're doingthis is why it is good for you
but this is why is good for the customer reallycBase I're not there to sell, I're
there to help therh

Q: Are you then saying internal marketing is what?

11.

But this area is not doing as good what it showdahd this is how | need to
improve it, and this is why | need to improve mdavhat the benefits would be
to us to improve that, and is to reach my targets.

Q: How does that really help you improve your targés?

12.

13.

14.

P3: It doesn’t really help me but it actually helpst ghe others to understand
what my role is. It's not just all sales-orientédlot of them don’t understand
what I're doing, as far as they’re concerned thegk I're selling something for
the sake of selling it, but if | tell them, sayr fxample, my mortgages are good,
if you get some people in to us to sit down with the example of how much
money | have saved them, and it does work. /

| have had people who have come in and they'renga®00 a month, and I've
reduced it down to £400. They're obviously a lottéeoff. /

I've put a savings plan in place for them, theydene well, they’'ve had a
brilliant service and they’'re happy when they leadmld | use such examples to
tell my colleagues, rather than, it's more to préoe lot of colleagues, this is
why | do the sales not for the reasons you thirk dfoing the sales fdr.
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Q: So what is internal marketing?

15.

P3: | think internal marketing is a tool companies us tell their employees

how to improve themselves in their role and re&dirttargets, and | think that’s

what internal marketing is, and to get you to dat,tnd be happy in doing it, as
in you're not considering it as sales, as in targeti're considering as a service
that you're providing.

Q: So it's not just sales, there is another angletit?

16.

P3: There is, there is. It's not just sales, | dolg@tuses, | get two bonuses. | get
a bonus for my sales, and | get a bonus for myiees well. I're targeted on
my service, there is what is called a customerisersurvey that comes out
every three months, and depending on the resgjet back from that, you get
another bonus for that. It's not as big as thessbémus, but it’s still nevertheless
a bonus/

Q: Does it motivate you?

17.

P3: That one, definitely yes. Definitely. Servicen®re my thing than overall
sales. Most of my sales come through my servidierathan the other way
round. But the people who deal with just salesensto do better on just sales,
even though they do a lot of the times get a latavhplaints about them because
of their lack of service.
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Appendix Nine

Excerpts from the transcribed interview protocol fa P4

Q: Can you describe in as much detail as possiblesg#uation in which internal
marketing has occurred for you?

1. It was something that just came out of just sittiognd the table. There was two
of us, and | just said that everywhere is havingdfand drinks fair, | think it's
something | should have so | can promote and a@s® my profile really with
other such cities. So, not only was it somethikgdw | needed to communicate
to the public, | knew | haven't got the resourcéermally in order to get the
message out enough to different kinds of peopldifierent areas, regionally,
nationally, or those kinds of things. | just don&ve those contacts.

2. So | think something was mentioned about internatketing was the only way
in order to get the message out for the projectalEbdid was brought it up on
the agenda point of the City Marketing Group, gagrgone talking about that, |
had to set up a project team that had members fhenregional centre, from
Black Country Tourism, bringing out these partneus of completely different
cross-section of the markets, that have differatalohses, different mailing lists.
So they have different sets of end users as welaesers/

3. Black Country Tourism deals with the other issuethiw the whole of Black
Country, which in the agenda are some of the thingeeded to address. So
regarding marketing at the Black Country leveld diithin my service, the fact
that | held it at one of the services venues, atfag supported us operationally
all day with their staff. Because of the way in @hithey perform, it's a rock
venue, they still have huge databases they couldhif so | kind of utilised
things like that. I've got all or some of the magitractions and venues within
the City or Council buildings if you like, througkrt Galleries, the parks, it's all
part of the same service, so | end up meeting tfogrearious meetings, so it's
just a favour really. So you just turn up and saye-on! Help me promote this.
/

4. They know I'd do it likewise. | promote local commity events anywhere
through looking after the city’'s events managemswystem. Again that's
something | put information in once, and generdite various websites to
formulate a portfolio of community paper. /

5. | utilised City Council services within graphicspramunications, and press
team, anyone in the organisation | knew. It’s k& us going down and writing
my own press release or going to a local graphicspany you see. These are
things | sat down at the beginning of the finangier to say that | got certain
funding within, and to utilise services, so thatbat | did. Press team were
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brilliant, they write all my press releases, | hadphotographer from the
Council/
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Appendix Ten

Excerpts from the transcribed interview protocol fa P5

Q: Can you describe in as much detail as possiblesguation in which internal

marketing has occurred for you?

| have my ‘in the know’ briefings, which is basilyaminimal information that
comes from my chief executive. It gets passed dimams media kind of team,
they pass that down to their team, that gets padewaah to us. It's meant to
encourage face to face discussions rather thareatl, so it's down on paper
rather than as email or as a meimo.

| have regular team meetings, so my manager willssall down and go through
‘in the know’ points which have come up, which abble anything from when
my recycling is being done to when I're going td e next pay review, so
literally it's everything. So that’'s up to us thendigest and to kind of go back
to my managers if | feel that | want to discudsiither/

| have a resource internally called ‘City Directhiwh basically, it's a massive
switchboard, you can ring them up you can get malecontact details, which is
really helpful, it makes information accessible.ddyou know, rather than have
a telephone directory that goes out again so oftea,can just call them up or
log on and find who you need to know and what yeedto know. It's just

another thing that improves that communication ey /

Again, | have like my kind of weekly and monthly etiegs with my immediate

team. My line manager has monthly meetings withliner manager, they share
information, which gets passed back to us. Agdisteams from the top, you'll

find that the chief executive will have meetingghaMhe directors, that would

then filter through to their head of service vieeithmonthly and weekly

meetings whatever it is, that gets passed on toliney managers, then gets
passed back to us and so on and so forth, | pasgdt my colleagues.

You know, I've also got, a staff e-bulletin goes guform of a newspaper and
an email./

The good thing about that is that it gives us anchao tell my colleagues what
I're doing, so it’'s not just a case of I're chargyithis policy so you will have to
fill in less forms. | can go to the editor and shyeed to know, | want to invite
people to join my mailing list, they can write antice in that, they can post it
on the e-bulletin, and it goes out to all of myleayues. And anybody who
wants to join my mailing list can just send me amaé and | will add them to
the list. That then allows me to communicate witém on a regular basis and
tell them all the developments that I've been wogkon, the events that I've got

383



coming up, what's going on in the City. So it's tHand of, it's a two-way
relationship/

Q: So what part of that experience would you consgr to be internal marketing?

7.

10.

11.

P5: | would say that internal marketing that | hawgerienced is being based
around communication, making sure the staffs kndatvis going or.

The press are very quick to catch on to storieshi@iCouncil, and I've had quite
perhaps, situations in the past where | found tuitssthat’s going on within the
City Council via the press, rather than finding dust before it goes to the
papers. Which | don’t think it's a very good wayftod out such information,
and also it's a bit demotivating that | can't findt or be told this information
before the papers gets hold of it. So the intemalrketing that | have
experienced is very much kind of based around comnncation, sorting out that
very basic function really.

So my experience with internal marketing within tBeuncil so far is being
based around that communication element, and kmgpauna feeling happy that
the staff know what they’re talking about, and thay're not feeding wrong
information to the public, who at the end of thg dee my customers.

You know, if they're given incorrect information dsuse | lack the general
knowledge that I're supposed to have, then you kribs\kind of negative effect
on us really.

So my experience of internal market so far is beibgsed around
communication and making sure that all staff atly foriefed on their job, you
know, knowledge of the organisation and the orgdimeal goals, so | can
reflect these when I're in customer-facing situafio

Q: Are you then saying internal marketing is wha®

12.

P5: | think, I don’t know the marketing part of itubl think if you lack internal
communication it's very hard to get the other eletaeight. If staffs don’t know
they can go on a training course, then they malydemotivated because they
may feel there is no progression where they areerédés if you tell them, there
is all these resources available to them, you krtbey can use that knowledge
to help them develop personally and professiorially.
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Appendix Eleven

Excerpts from the transcribed interview protocol fa P6

Q: Can you describe in as much detail as possibdesituation in which internal

marketing has occurred for you?
P6. Based on the trainings I've had through the oingn
the motivation that’s being given to me by managashe

| have reviews in the morning about customers | re@g, you know, this is
when the branch management sits down with us andwewhat the customers
are coming in for, what I're aiming to do, and wkia¢ aims are for the day. So |
would go through my daily objectivés.

| mean this particular day where | didn’t have ayv&trong diary, but then, the
management I're saying you know, I've always géilareview, or occasionally
you may get a customer who calls back because gdagen seeing them before,
they may contact you regarding another review. Hadicular customer had
called up on the branch line she actually wantedsde me that day, but,
unfortunately because | was quite busy towardstiteof the afternoon, having
a lot of appointments overlapping, she hadn’t dlsti@me through the review
in the morning, so it's nothing to say that | cotdake the customer because
she hadn’t actually been booked in. The customerweay desperate to come in,
| took her in between seeing two other customers.

So | was spread across three different rooms afpibint. | did feel really, | did
have a buzz that day because it was really jusivatoig helping the customers
and it was just coming in, and you know, | was dbleelp them all.

Well, this particular customer did come in, and shgs, can | come in at this
time, and | said yeah, that’s fine, she was regihteful that I've seen her at
short notice. | take her into my room with her nesththey always come in
together, mother and daughter. And she says, yowkhreally appreciate your
seeing me, | really need your help, | need to ersome money. And | says
well, 1 can do that for you now, | could run thrdugn application, but | am
actually with two other customers. So in betweeairsge her and two other
customers I've run through the application, youwndve chatted a little bit

about her holidays and things. You know doing thghtrthings, obviously

referring it pass my manager, going through alldetils of the account, putting
forward the application, | were able to help thetomer. She couldn’t believe
how quickly I've done it and managed to actually yer sorted in such a little
time./
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Again | did ask her to rebook, based on the infaimmathat | hadn’t complete
on that just one review, but you know, she gotrésellt that she came in for, she
was so happy, | mean | even got a hug and | galbfeek from her. You know,
she was just so grateful.

The next day when | came into work, she had agtwatlered some flowers and
some chocolates, and they were delivered by astlowhen | came into the
branch and saw them, and thinking oh! where thegome from? And they

said, they're yours, and | said so they’re min@eht over it, and looked at them
and they were from my customer. And she says stejust so grateful for

seeing her at such a short notice, and being aldettially help her. That day it
did keep me, my levels quite high, you know spigitste, you know, just for the

fact that I've actually been able to help that oostr, she’'d really really

appreciated the help. So that kind of thing doa#iyé&eep you motivated.
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Appendix Twelve

Excerpts from the transcribed interview protocol fa P7

Q: Can you describe in as much detail as possiblesguation in which internal
marketing has occurred for you?

1. P71 think what management do. You see there aredimhen management |
believe can turn that person around. OK, | haddy @Bownstairs who gave a
fantastic service, she wasn’t bothered about thesshactually sat her down, |
said to her as a manager, | sat her down one d&y eview on her, spoke to
her, and really, built up the positives in what sliet And | think internally, if
management can do that, they can turn people aribtimely probably spend the
time, and really looked at that person as an iddiai. Now this lady, lovely!
lady, hardworking, dedicated, but she wasn’'t acghgevSo, | actually talked to
her, spent half an hour talking to her, and exgldithat she was a fantastic!
person, personality they say, she gave a greaicsershe always followed
everything through, so why did she not get thessaléell, her mentality was,
the customer seems to complain, the customer ia govblem, they don’t want
to be sold something. OK | spent some time with, lHalking to her and
explaining that what if a loan could save that costr money. May be half of
her problem was, she had five loans and creditsgatie was paying a little bit
here, a little bit there. She couldn’t keep up withWhat if | put everything
together, gave her one loan, her life became osgdnshe knew such and such a
date, her direct debit went out with a loan, angdas cheaper to do it that way,
she would walk out even happier.

2. Now, this lady took it on board, that | spent timi¢h her, explained this to her
and also praise for the fact that she can haveetbostomers eating out of her
hand, because she gave them an excellent servitédf, she gave them excellent
service, she can then turn that service around sales. | think given that
member of staff support, making the time for thetspn, management has got to
make time.

3. I think there’s got to be organisations where mamaglon’t even speak to their
staff, and | hear people saying, they work at @awdere they never see
management, management won’'t mingle with the stathink management
gonna get down, actually you've got to get your dsamlirty, and live by
example. You've got to make time, you've got touathat person, you've got
to give them the support. That person is important.
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Q: Are you saying then that internal marketing is what?

4.

P7. Internal marketing | would say is support, timmad value./

Q: Can you describe what you mean by time, value a@nsupport?

5.

P7. Time, actually, everybody is got a job, managenmas got their jobs to do,
but if you can just pull out a little bit of timéke the example | gave you, half
an hour, and you can turn somebody around, thaes &nd you can achieye.

Support, is if that person needs help, for exangieng them examples, giving
them the tools, may be giving them the trainingedihat person support, you
can turn that person arouhd.

Making that person feel valuable, you know, it'ig massive organisation.
You know, I're tiny little dots in this organisatipbut if management can then
just turn it around. | have what | call ‘a hurdé&/ery morning, fifteen minutes. |
have a hurdle where my team leader, the cashieds tleader would praise
anybody whose done well the day befbre.

The branch managers would say | want you to do this and this today, this is
what | expect out of today. There are many awardsng there is praise given,
there is recognition given for the staff who haverked well. And sometimes
when that's done, fifteen minutes before | startkyohat person is on a buzz,
because they think great! somebody noticed whad lydsterday, they've just
mentioned my name in front of twenty people. I'and really well, if you start

work with that kind of mind, | think the rest ofdlday can be successful.

Q: So how would you describe internal marketing?

9.

P7. Recognition, Support, being there for your stfid providing what that
individual needs.

Q: What sort of needs can staffs be provided with?

10.

11.

It may not necessarily be at work, it may be somegthothering the member of
staff's mind, something that's happening at hame.

Now, management has got to be human. And | wilegpou an example of
something that happened to myself. Five years lagent to buy a house, and,
on the day of the exchange, the money coming fin&dise the purchase of this
house did not hit the account, and | was aboubdsd £8,000. | was actually a
cashier then, getting off from cashiering, gettinmigp the backroom, phoning the
solicitors, getting back, being at work, I'm at Wwpi should be working, |
shouldn’t be sorting out my own personal problefrtee branch manager at the
time came and said to me. He took the time to dskt ¢ the matter? so when |
explained to him, and he now said to me, well thaht, pack up the till, go
home, and sort this out. You can’t be at work, gan’t work and trying to sort
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that out. You need to go home, and he actually gae¢he rest of the day off to
go and sort out solicitors, banks and whateverd teasort out in order to get
this house purchased through. Now, to me, thatmealang the time to ask me,
giving me the support which was the time | needé#dhat day, that was the
only day the exchange would have taken place, hgdne over, | think it was
2,0’clock, I would have lost my £8,000, and | wotlave lost this house. So he
took the time, he gave me the support, he madeepieséluable! in the fact that
yeah, it's important that | had to be back at wamkorrow, doing your job, but
also a happy person. Not in the situation thatamuin, | took the rest of the day
off, sorted out, got the house, everything wenbigh, and really, | can! never
thank that manager enough. May be that makes yol tga times harder, you
know, because the manager was there for fou.
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Appendix Thirteen

Excerpts from the transcribed interview protocol fa P8

Q: Can you describe in as much detail as possiblesgtuation in which internal
marketing has occurred for you?

1. P8 | think | use internal marketing all the time.,etk is no one particular
situation, | do it through out my working day, basa as a manager you're
continuously marketing, getting their targets, obisg their motivation. So
there are situations where, you know, even is fiwst minutes praise for that
member of staff, because you noticed they’'ve dorfanéastic service for a
customer or they've done a fantastic business, #sa manager you go an pat
them on the back, and say well done! Thank youlHat, it was really helpful
today. To me that’'s internal marketing, that metes staff goes away feeling,
oh yeah, my efforts are being noticed by the manage

2. My internal marketing like really starts first tignin the morning with the
‘hurdle’ because you set your agenda, and you'nketiag what you have to do
for that day to get the business right. And youwhst a thank you meeting
with members of a team, then they know what yoweekpf them, you're telling
them what you need the business to deliver onadsalin that meeting you tell
them as well. If | want them to focus on loansdgample, | tell them what I're
looking for, what sort of customers | need thengéb across to. So to me that's
internal marketing./

3. Inthat hurdle, I train lots of individuals as wello there are lots of courses they
can go to, but I think | train them, it can be brit job all the time. So if | know
that somebody has done good, or somebody needvio ahaialogue and you
make sure you have time for them like everybodye.effo me then that
motivates them,

4. And to me as a branch I're all interdependent, @and branch this size, there is
nobody that is working individually, everybody ispart of that team, and
delivers on something that's crucial to that tedimthere was a part that
somebody was working individually, and wasn’t detimg to the target or
delivering to the team’s aims, then really that pbuld suffer potentially,
because it's really working for that team thathe important part. Everybody
has got their individual targets, and what | trydato is make sure that those
members of staff, if they're already winning indiually, then the team is
winning, because all those individual targets andt lnp to be the team’s target.
On lots of different areas like service, salescpssing, and to make sure that
they can delivef,

5. what | do is make sure they are empowered to dels@ they know what their

targets are, they know how to do it that they e the need to do it, because at
the end of the day they'’re the people doing the,jalnd if they can't, if they're
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having problems doing it, then the manager needstov what the problems
are./

| talk and I listen, and | take on board what tkay, and at the end of the day if
there is something | can do to make it better, thesll. Because at the end of
the day if they can’t do it, there is got to beralgem, so | make sure | analyse
it. The bottom line is if they can be empoweredthiéy’'re skilled, if they are
motivated, you couldn’t get a better result fronertt) because they got to be
happy aren’t they? and you can’t get a much moyal Istaff that way.

Q: Are you then saying that internal marketing is what?

7.

P8: For me internal marketing is making sure thatrystaff are motivated, that
they’'re empowered, that they are trained, and tkeskilled and if you get that
right, you can sell to them the processes and e tev do it, then you could
have a successful result at the end of the/line.

Because your business can’'t run without that. Th#o line that’'s your
resources isn't it? that's what you're using toiwksl on whatever you think the
business is about. Make sure the staff are hapgdynastivated, if you've got
that right then you're half way there, aren’t yot&ah, | think so./
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