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Internal marketing is a concept still little recognized and disseminated, with most of the research on this area of 
marketing focusing on the service sector and well-consolidated and industrialized markets. This article sheds light 
on the importance of internal marketing practices by identifying their impact on workers’ proactive behavior and 
life satisfaction while observing the effects of affective commitment and job satisfaction. The study collected 428 
valid questionnaires from Portuguese workers (218 in the private sector and 210 in the public sector) and applied 
structural equation modeling to test the hypotheses. The results showed how adopting an internal marketing 
perspective can contribute to successful organizational and human resource management. It was observed that 
internal marketing practices lead to affective commitment and job satisfaction in both the private and public 
sectors, although more pronounced in the private sector. Also, the findings pointed out that the workers’ affective 
commitment leads to adopting proactive behavior and life satisfaction only in the public sector and that job 
satisfaction leads to proactive behavior and life satisfaction for workers of both the private and public sector. 
This study contributes to increasing understanding of internal marketing, its applicability, and its importance for 
workers and organizations. Additionally, comparing the private and public sectors helps understand and show 
how this practice matches the workers’ expectations.
Keywords: internal marketing practices; affective commitment; job satisfaction; proactive behavior; life satisfaction; 
private and public national sectors.

Como as práticas de marketing interno podem ajudar a alcançar o sucesso organizacional?
Este estudo pretende evidenciar a importância das práticas de marketing interno, identificando o seu impacto 
no comportamento proativo e na satisfação com a vida dos trabalhadores, através dos efeitos do compromisso 
afetivo e da satisfação no trabalho. O marketing interno continua a ser um conceito com pouco reconhecimento 
e divulgação, uma vez que a maioria das pesquisas relacionadas com esse campo de marketing é direcionada para 
o setor de serviços e concentra-se predominantemente em mercados bem estabelecidos e industrializados. Esta 
pesquisa compara esses efeitos entre trabalhadores do setor privado e público para reforçar a importância deste 
conceito, sendo que, no total, foram recolhidos 428 questionários válidos junto de trabalhadores portugueses (218 
no setor privado e 210 no setor público). O modelo de equações estruturais foi utilizado para testar as hipóteses 
de investigação. Esta pesquisa mostra como a adoção do marketing interno pode contribuir para o sucesso da 
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gestão organizacional e da gestão de pessoas. Os resultados mostraram que as práticas de marketing interno 
levam ao comprometimento afetivo e à satisfação no trabalho, tanto no setor privado como no público, embora 
mais pronunciadas no setor privado. Constatou-se também que o comprometimento afetivo leva à adoção de 
comportamentos proativos e leva à satisfação com a vida dos trabalhadores, mas apenas do setor público, e que 
a satisfação no trabalho leva à adoção desse comportamento e à satisfação com a vida para ambos, setor privado 
e público. Este trabalho contribui para uma melhor compreensão do conceito de marketing interno, da sua 
aplicabilidade e importância, quer para os trabalhadores, como para as organizações. Além disso, ao comparar os 
setores privado e público, ajuda a entender e mostrar como essa prática atende às expectativas dos trabalhadores 
desses dois setores.
Palavras-chave: práticas de marketing interno; compromisso afetivo; satisfação no trabalho; comportamento 
proativo; satisfação com a vida, setor privado e público.

¿Cómo las prácticas de marketing interno pueden ayudar a lograr el éxito organizacional?
Este artículo tiene como objetivo arrojar luz sobre la importancia de las prácticas de marketing interno, identificando 
su impacto en el comportamiento proactivo y en la satisfacción con la vida de los trabajadores, a través de los 
efectos del compromiso afectivo y la satisfacción laboral. El marketing interno sigue siendo un concepto poco 
reconocido y difundido. Esta investigación compara estos efectos entre los trabajadores del sector público y privado 
para reforzar la importancia de dicho concepto. En total, se recogieron 428 cuestionarios válidos de trabajadores 
portugueses (218 del sector privado y 210 del sector público). Se utilizó el modelo de ecuaciones estructurales 
para testar las hipótesis de estudio. Esta investigación muestra cómo la adopción de una perspectiva de marketing 
interno puede contribuir a una gestión organizacional y gestión de personas exitosa. Los resultados mostraron que 
las prácticas de marketing interno generan compromiso afectivo y satisfacción laboral, tanto en el sector privado 
como en el público, aunque de forma más acentuada en el sector privado. También se constató que el compromiso 
afectivo conduce a la adopción de conductas proactivas y a la satisfacción con la vida de los trabajadores del sector 
público únicamente, y que la satisfacción laboral conduce a la adopción de esta conducta y a la satisfacción con 
la vida para ambos, sector público y privado. Este trabajo contribuye a una mejor comprensión del concepto de 
marketing interno y su aplicabilidad e importancia para los trabajadores y las organizaciones. Además, al comparar 
los sectores público y privado, ayuda a comprender y mostrar cómo esta práctica coincide con las expectativas de los  
trabajadores de estos dos sectores.
Palabras clave: prácticas de marketing interno; compromiso afectivo; satisfacción laboral; comportamiento proactivo; 
satisfacción con la vida; sector público y privado.
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1. INTRODUCTION

Nowadays, given the market volatility, growing competition and globalization, organizations need to 
find new ways to differentiate themselves and achieve competitive advantage, namely, focusing on 
the human factor. People skills and expertise play a central role on creativity and innovation (Lent  
et al., 2022), on costumer orientation and service quality (Qiu, Boukis & Storey, 2022), on productivity 
and performance (Qiu et al., 2022), among others. Therefore, from their motivation and engagement 
a new source of efficiency and effectiveness on public and private services may emerge (Top, Akdere, 
& Tarcan, 2015). But “there are very few comparative studies of public and private innovations and 
even less look explicitly at sector differences in relation to the innovative behaviour of the employees” 
(Bysted & Hansen, 2015, p. 699). The area of marketing that deals with the efficient and effective 
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people management is internal marketing, i.e., the philosophy of how to treat workers (Sohail & 
Jang, 2017) and it emerges as a tool for fundamental communication, for the improvement of work 
processes, interpersonal relationships, fluidity of the information circulating in the organization and 
the motivation, development and engagement of workers in it (Sigit & Muafi, 2022; Verčič, 2021).

“The internal marketing concept initially derives from a focus on enhancing the quality of 
(internal) service delivered by employees” (Qiu et al., 2022, p. 55). Although internal marketing 
is conventionally applied mainly to the private sector, it is necessary to demystify its use in public 
administration (Silva, 2015). Therefore, the study and adoption of internal marketing practices in both 
sectors is crucial, due to all the changes in the current market environment, implying the adoption 
of innovative procedures to meet customers’ needs, requirements and wishes and to achieve a true 
competitive advantage. The ultimate goal of the public sector is to satisfy the needs of citizens and 
society at large (Kelman, 2005). It is funded by taxpayers (Hvidman & Andersen, 2014) and lacks 
economic impulses. Consequently, workers are not motivated by financial rewards (Kelman, 2005). 
These organizations are also subject to legal and regulatory constraints that provide the framework 
for their activities (Hvidman & Andersen, 2014). which is reflected in greater bureaucratization and 
risk aversion and less flexibility, when compared to the private sector that aims to make a profit.

Although the topic gained prominence in 1990s (Bohnenberger, Schmidt, Damacena, & Lorento, 
2019), there is still a gap in the definition and implementation of the concept (Mbengo & Chinakidzwa, 
2014, Qiu et al., 2022), mainly because most definitions are conceptual and few empirical definitions 
have been reported (Tortosa, Moliner, & Sánchez, 2009). Consequently, there is no unified definition 
(Park & Tran, 2018), which is reflected in the difficulty in understanding what marketers can effectively 
do (Huang, Rundle-Thiele, & Chen, 2018) and how this concept proceeds in practice (Rafiq & Ahmed, 
2000). This difficulty in achieving an integrative vision is part of the fact that internal marketing covers 
areas such as service orientation, customer orientation and internal market orientation. In addition, 
most studies conducted are customer-oriented, so more research is needed on all workers, not only to 
contact employees (Kadic-Maglajlic, Boso, & Micevski, 2017; Ozuem, Limb, & Lancaster, 2018) but 
also to provide internal customer guidance (Yao, Qiu, & Wei, 2019). It is also noted that most studies 
related to this area of marketing are directed to the services sector (Ozuem et al., 2018) and tend to 
focus on mostly mature and industrialized markets (Kadic-Maglajlic et al., 2017), like the United States 
of America or England. Therefore, the subject is largely concentrated on specific contexts, limiting 
knowledge about the impact of internal marketing practices on work-related outcomes (Sohail & 
Jang, 2017). Internal marketing (IM) remains a concept lacking awareness and dissemination because 
most of the research concerning this marketing field is geared towards the service industry and 
predominantly concentrates on well-established, industrialized markets (Leijerholt, Biedenbach, & 
Hultén, 2022). Additionally, the most significant advances on IM continue far from the most recent 
developments on the new people management frameworks (Qiu et al., 2022), namely considering the 
human resources role is service design due to their involvement with customers (Almaslukh, Khalid, 
& Sahi, 2022; Qiu et al., 2022).

Thus, to fill these gaps, the main objective of this study is to assay whether organizations in the 
Portuguese private and public sectors adopt internal marketing practices and if this contributes to 
their success and, in particular, to the behavior of their human resources. Consequently, this study 
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intends to analyze whether these practices lead to the adoption of proactive behavior and to the 
life satisfaction of workers, through the effects of affective commitment and job satisfaction. These 
objectives draw on social cognitive theory (SCT) that posits that the beliefs of self-efficacy are 
central mechanisms of human “agency.” SCT explains individual and group behaviour based on the 
interaction between organizational environment and actions like IM or the private or public nature 
of the employer, employee’s individual characteristics, and the need for efficacy or performance 
(Bandura, 2002; Stajkovic & Luthans, 1998). Therefore, self-esteem and self-efficacy are the means 
by which motivational, affective, and decisional processes operate (Bandura, 2002). SCT establishes 
the underpinnings to understand how the public and private environments (R. Wood & Bandura, 
1989) may influence how IM practices may impact proactiveness based on the self-efficacy idea (Lent  
et al., 2022) and life satisfaction, based on the self-esteem effects (E. S. Lee & Shin, 2017).

In order to meet these objectives, a cross-sectional study was designed, and two surveys were 
carried out. A total of 428 replies (218 from the private sector and 210 from the public sector)  
were obtained from workers in the national territory, using a non-probabilistic sampling method. 
Structural equation modelling was used to test the proposed hypotheses to achieve the objectives 
outlined. This paper seeks to better clarify the concept of internal marketing, the comparison of its 
effects on both public and private sector and the influence it might have on the proactive behavior 
of workers and on their life satisfaction. 

2. CONCEPTUAL DEVELOPMENT AND RESEARCH HYPOTHESES

2.1 Internal marketing

Based on the fact that “marketing strategies and concepts that focused exclusively on external 
customers are no longer sufficient [to] achieve economic objectives” (Stauss & Hoffman, 2000, p. 142), 
there is a need for organizations to address their different audiences, including internal customers, 
in order to respond adequately to changes in the markets in which they operate. The concept of 
internal marketing was first proposed by Berry, Hensel, and Burke (1976) from a service-oriented 
perspective and on the premise that satisfied workers lead to satisfied customers. Over time, it turns 
out that “the need for an effective internal marketing strategy goes beyond contacting employees”  
(Bussy, Ewing, & Pitt, 2003, p. 147), leaving this approach not to be confined to the service sector (Bussy  
et al., 2003) and finding a greater concern for “the concept of customer orientation and/or internal 
market orientation [as well as] the use of marketing approaches to internally motivate workers”  
(J. Sousa & Rodrigues, 2014, p. 88).

Rafiq and Ahmed (2000) have argued that the literature in the internal marketing field highlights 
the presence of three distinct yet interconnected phases. The first phase, called “Worker Satisfaction 
and Motivation,” is about efforts to improve service quality (Ahmed & Rafiq, 2002) and it is defined 
as “considering workers as internal customers and jobs as internal products that meet their needs 
and desires bearing in mind the goals of the organization” (Berry et al., 1976, p. 8). The second phase, 
“Customer Orientation” aims to “make workers motivated and aware of customers” (Ahmed & Rafiq, 
2002, p. 4). The third and final phase, “Strategy Implementation and Change Management,” defines 
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this area of marketing as “[...] aligning, educating, and motivating workers towards organizational 
goals” (Winter, 1985, p. 70) for ensuring a good cross-functional integration, improved internal 
communication and a greater openness to change (Ahmed & Rafiq, 2002). In summary, this approach 
encompasses different mechanisms that aim to promote the organization’s objectives while enabling 
the motivation and involvement of all workers (Papasolomou, Kitchen, & Christofi, 2017).

Consequently, it is observed that internal marketing operates as a holistic management process. 
As a result of it all people in the organization understand and experience the business, which directly 
challenges the delivery of greater value to customers (Qiu et al., 2022), the alignment and creation of 
internal relations and the clarification of the importance of each part for corporate success (Abbas & 
Riaz, 2018). This perspective “looks at workers not as subordinates, but under a win-win partnership, 
where people feel they work for an organization that offers them something in return, such as 
development opportunities, an encouraging environment, and access to training, information and 
support” (Grönroos, 2001). In addition, the marketing techniques and tools applied in an organization 
enhance the satisfaction (Qiu et al., 2022), motivation, and commitment of workers (Abbas & Riaz, 
2018), which will result in positive attitudes and behaviors (W. Yang, 2010) and higher levels of 
responsibility and power (Martey, 2014). This will, in turn, lead to the satisfaction of their professional 
and personal needs (Vasconcelos, 2008). It is therefore important to study this new “philosophy of 
how to treat workers” (Sohail & Jang, 2017, p. 68), and all its implications, as all organizations face 
new challenges and new demands (M. Sousa & Baptista, 2011). 

2.2. The effects of internal marketing

2.2.1 Affective commitment

In the past twenty years special attention has been given to this concept, defined as worker 
involvement with the organization (Yao et al., 2019), because when workers are committed to their 
organization, the results of their work are better, with positive organizational rewards (Albdour 
& Altarawneh, 2014, Meredith et al., 2023). Although Meyer and Allen (1991) characterized 
organizational commitment according to three components (affective, continuity or instrumental, 
and normative), which vary depending on the relationship that workers establish with their 
organization, having a direct influence on the decision to remain, for the purposes of this study 
only the affective commitment will be considered, as it is the most important component of 
organizational behavior (Demirtas & Akdogan, 2015) and has the most desirable implications for 
individual behavior in the organization (Semedo, Coelho, & Ribeiro, 2016). Affective commitment 
consists of a personal and emotional connection to an idea, which in the context of work translates 
into the relationship between the worker and the organization (Hayat & Afshari, 2022; Semedo  
et al., 2016). When workers are more affectively committed, they feel more confident, creative and 
intelligent (Joelle & Coelho, 2017) and have a greater sense of belonging, which can be enhanced 
through internal marketing programs and tools (Abbas & Riaz, 2018). In addition, Abzari et al. 
(2011) showed that internal marketing practices could increase the organizational commitment 
of workers. Therefore, we propose the following hypothesis:
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H1: Internal marketing practices have a positive impact on affective commitment of workers.

2.2.2 Job satisfaction

“To get good performance from good employees, one thing that must be paid attention to by the 
company is employees’ job satisfaction” (Jessica, Afifah, Daud, Sulistiowati, & Pebrianti, 2023, p. 55) 
therefore, workers are seen as an indispensable prerequisite for organizational success (Papasolomou & 
Vrontis, 2006). Despite the enormous focus on and research into this topic, there is still no consensus 
regarding the definition of job satisfaction. “Job satisfaction is a complex phenomenon with many 
facets” (Sarker & Ashrafi, 2018, p. 151) that includes the feelings of workers about various intrinsic 
elements of work (content, autonomy, hours, pressure, safety, atmosphere and work management) 
(Grip, Sieben, & Stevens, 2009) or extrinsic (salary level and career prospects (Grip et al., 2009; 
Rad & Yarmohammadian, 2006). Locke’s (1969) definition has been used over the years by several 
authors and it remains central in this research field. From a marketing point of view, job satisfaction 
has been analyzed from the perspective that workers should be treated based on the principles 
of customer satisfaction (Altarifi, 2014), which leads to the adoption of an internal marketing 
perspective. Therefore, it looks at workers as internal customers and at jobs as products, redesigning 
their components according to what workers value most (Ahmed & Rafiq, 2002). In addition, a 
considerable number of studies have addressed the effect of internal marketing on job satisfaction 
(Park & Tran, 2018), and many authors have found that there is a positive relationship between them 
(Huang et al., 2018; Martey, 2014; Sarker & Ashrafi, 2018), so it is proposed as a research hypothesis:

H2: Internal marketing practices have a positive impact on job satisfaction.

2.2.3 Proactive behavior

Crant (2000) describes four components for a better understanding of the concept of proactive 
behavior, which may be caused by situational and personal factors (Bateman & Crant, 1993):  
proactive personality; personal initiative; role breadth self-efficacy; and taking charge. This is defined 
as a stable willingness to take personal initiatives in a set of situations and activities (Seibert, Kraimer, 
& Crant, 2001) and which characterizes the people who identify opportunities and act upon them, 
showing initiative, action and perseverance until some change actually takes place (Crant, 2000) in 
different contexts and times (Horng, C. Y. Tsai, T. C. Yang, Liu, & Hu, 2016). Therefore, workers 
who exhibit this personality trait can process the future consequences of their decisions (Akgunduz, 
Alkan, & Gök, 2018). A worker who is more committed to the organization tends to be more proactive 
(Akgunduz et al., 2018), imputing more time, energy and talent (Hunt, Chonko, & V. R. Wood, 1985) 
and presenting innovative (Seibert et al., 2001) and creative initiatives (Horng et al., 2016), which is 
reflected in their satisfaction with working in the organization, and in better performance (Kim, Hon, 
& D. R. Lee, 2010) and work autonomy (Li, Liang, & Crant, 2010). In addition, some authors such as 
Mccormick, Guay, Colbert, and Stewart (2019) and H. Y. Tsai (2023) state that job satisfaction and 
commitment are related to proactive behavior, so it is proposed as a study hypothesis:
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H3: Affective commitment has a positive impact on proactive behavior.

H4: Job satisfaction has a positive impact on proactive behavior.

2.2.4 Life satisfaction

Organizations have begun to realize that in order to achieve long-term success, they need to match work 
with the personal lives of their employees (Ivancevich, 2008; Strassburger, Wachholz, Peters, Schnitzer, 
& Blank, 2023). Contemporary research shows a structure consisting of three components to analyze 
subjective well-being (Pavot & Diener, 2008): the presence of a positive affect; the relative lack of a 
negative affect; and the cognitive assessment of one’s life, that is, satisfaction with life (Arthaud-Day, 
Rode, Mooney, & Near, 2005). For the purposes of this study, only life satisfaction will be considered 
as it is a central indicator of each person’s personal well-being (Tu & Zhang, 2015) which, although 
related to affective aspects, is partially independent of them (Pavot & Diener, 2008). Life satisfaction 
is defined as the overall cognitive assessment that a person makes about one’s life (Diener, Emmons, 
Larsen, & S. Griffin, 1985), It represents an evaluative judgment (Pavot & Diener, 2008), which depends 
on comparing life circumstances with a self-imposed standard or set of standards (Diener, 2009) 
and it varies from person to person (C. Yang, 2014). Meyer, Allen, and C. A. Smith (1993) state that 
workers who have an organizational experience consistent with their expectations tend to develop a 
strong affective commitment to their organization. Also, and according to Danish, Shahid, and Ali 
(2019), when workers are committed and satisfied with their work they seem to be happier with their 
life, since work plays a central role in any individual’s life, which can translate into the difficulty of 
separating these two spheres of life (Reizer, 2015). In addition, several authors state that there is a 
relationship between affective commitment and life satisfaction (Kumari & Afroz, 2013) and between 
job satisfaction and life satisfaction (Reizer, 2015), so they are proposed as research hypotheses:

H5: Affective commitment has a positive impact on life satisfaction.

H6: Job satisfaction has a positive impact on life satisfaction.

3. METHOD

The proposed conceptual model (Figure 1) presents the set of hypotheses designed to meet the 
objectives of the study.
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FIGURE 1	 CONCEPTUAL MODEL
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Source: Elaborated by the authors.

4. SAMPLE AND DATA COLLECTION

4.1 Sample selection

To develop this research, which consisted of carrying out an empirical study, a quantitative approach 
was chosen. The samples under study are made up of Portuguese private and public sector workers. 
Through cross-section data collection, two surveys were applied to the public and private sectors. 
A total of 218 replies were collected from the private sector and 210 from the public sector, using a 
snowball approach. We identified 20 workers from each sector and asked them to answer and then 
identify 3 to 5 other workers. In order to test the 6 hypotheses under study, we used the structural 
equation modelling. Thus, out of a total of 950 workers contacted using this approach, 428 replies were 
received, resulting in a response rate of approximately 45%. In order to contact respondents, we used 
social networks like Facebook, LinkedIn, and email, according to the data provided by their peers.

4.2 Sample profile 

Workers from the private sector are younger (67.4% are between 18 and 35 years old) and the majority 
are men (59.6%), while the public sector is older (59.5% are between 36 and 55 years old) and the 
majority are women (62.4%). Most respondents have higher education (74.8% in the private sector 
and 73.4% in the public) and are currently employed (85.3% in the private and 94.2% in the public), 
although there are more independent workers in the private sector (14.7% compared to 5.8% in the 
public sector). Most respondents are employees (72.5% in the private sector and 78.6% in the public), 
although it is in the private sector that there are more workers holding senior positions (2.3% compared 
to 1. 4%) and lower (22.5% compared to 11.5%) and who have been in their jobs for less than 5 years 
(68.8% in the private and 31.9% in the public). It is also noted that in the private sector respondents 
work in micro enterprises (25.2%) and large enterprises (25.6%) while the civil servants are more 
concentrated in large organizations (48.1%). Finally, most companies (private sector) belong to the 
services sector (72.5%) while, in the public sector more than 95% belong to administration.
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4.3 Measures

The metrics used were taken and adapted from previous research, thus not being subject to the risk 
of biased interpretations, guaranteeing the validity of the instrument. The metrics were translated 
from English to Portuguese so that they could be applied to the samples in question. The scales are 
measured in a 7-point Likert scale, from 1 (strongly disagree) to 7 (strongly agree) (Appendix). 
The internal marketing practices metric was developed by Huang and Rundle-Thiele (2014) and 
is subdivided into 3 dimensions, internal communication, training and internal market research. 
Regarding the variable affective commitment, the metric was developed by Meyer et al. (1993), and 
adapted to include only the items related to the affective dimension. The job satisfaction variable is 
based on the metric developed by Huang and Rundle-Thiele (2014) and 2 items (“Most of the days 
I am excited about my work “and “I feel real pleasure in my work”) from the Brayfield and Rothe 
(1951) scale. For the proactive behavior we use the scale adaptation developed by Bateman and Crant 
(1993) composed of the 6 items proposed by Claes, Beheydt, and Lemmens (2005), that is similar 
to the organization and individual proactivity scales developed by M. A. Griffin, Neal, and Parker 
(2007). Finally, regarding the variable life Satisfaction, we used the metric by Diener et al. (1985).

4.4 Common method bias

According to the recommendations of P. M. Podsakoff, MacKenzie, J. Y. Lee, and N. P. Podsakoff 
(2003) and to identify the common variance among all observed model variables, the Harman 
single factor test and a common latent factor analysis were performed. Harman’s test showed that 
any factor could explain more than 32.141% of the variance. It also showed that there were 5 factors 
with eigenvalues greater than 1, which explains 74.975% of the total variance. However, other CMV 
assessments should be used with the Harman test (Hulland, Baumgartner, & K. M. Smith, 2018). 
Consequently, a confirmatory factor analysis was performed that restricts all constituent items of the 
model into one common factor (P. M. Podsakoff et al., 2003) that revealed that the model fit indices 
did not achieve a good fit – Incremental Fit Index (IFI)= 0.584; Tucker-Lewis Index (TLI)= 0.558; 
Comparative Fit Index (CFI)= 0.582; Root Mean Square Error of Approximation (RMSEA)= 0.111; 
Chi Square/Degree of freedom (X2/df)= 6.214. With the above, it is concluded that the common 
method bias does not seem to be a problem.

4.5 Validity

The final measurement model has a good fit (IFI = 0.949; TLI = 0.945; CFI = 0.949; RMSEA = 0.055; 
X2/df = 2.308). To analyze the reliability of the variables we used the Composite Reliability (CR), 
showing that all values are as recommended in the literature, i.e. higher than 0.7 (Hair, Black, Babin, 
and Anderson, 2014) and the Average Variance Extracted (AVE) show values above 0.5, so the 
reliability assumption is accepted (Hair et al., 2014). Discriminant validity is also confirmed because 
all squared correlations between variables are lower than the extracted mean variance (AVE) (Table 1).
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TABLE 1	 SQUARED CORRELATIONS, CRONBACH ALPHA, COMPOSITE RELIABILITY, AND AVERAGE  
	 VARIANCES EXTRACTED

SD PMI AC JS PP LS AVE CR

PMI 1.325 0.979 0.897 0.963

AC 1.400 0.596 0.925 0.688 0.929

JS 1.107 0.501 0.760 0.948 0.783 0.947

PB 0.901 0.383 0.457 0.526 0.889 0.575 0.890

LS 1.089 0.412 0.440 0.511 0.475 0.899 0.645 0.900

Notes: Diagonal entries (bold) are Cronbach’s alpha coefficients; AVE = Average variance extracted; CR = Composite reliability; PMI= 
Internal Marketing Practices; AC= Affective Commitment; JS= Job Satisfaction; PP= Proactive behavior; LS= Life Satisfaction.
Source: Elaborated by the authors.

5. FINDINGS AND DISCUSSION

In order to test the proposed hypotheses, the structural equations modelling was used, revealing a 
good fit (IFI = 0.935; TLI = 0.930; CFI = 0.935; RMSEA = 0.062; X2/df = 2.660). A multi-group analysis 
was performed to compare the two subsamples used: the public sector and the private sector workers. 
Table 2 presents the final results.

TABLE 2	 RESULTS

General Private Public

  SRW p SRW p SRW p

PMI → AC H1 0.611 *** 0.723 *** 0.546 ***

PMI → JS H2 0.524 *** 0.635 *** 0.445 ***

AC → PP H3 0.154 *** 0.089 NS 0.218 ***

AC → LS H4 0.143 *** 0.091 NS 0.200 ***

JS → PP H5 0.435 *** 0.524 *** 0.380 ***

JS → LS H6 0.427 *** 0.471 *** 0.388 ***

Note: p-values= ***<0.01; **<0,05; *<0,1; NS>0,1.
Source: Elaborated by the authors.

As predicted in the literature, statistical support was found for the positive contribution, in the 
overall sample, of internal marketing practices to affective commitment (b = 0.611; p <0.01) and 
job satisfaction (b = 0.524; p <0.01), which supports H1 and H2 respectively. If organizations adopt 
internal marketing practices, they are more likely to have affectively committed workers, which leads 
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them to engage in cooperative behavior and to integrate into a community, “flying the flag for the 
organization.” Consequently, organizations will be more likely to retain skilled and talented workers 
(Abbas & Riaz, 2018), to have a more satisfied, motivated (Huang et al., 2018), enthusiastic and 
enjoyable workforce (Park & Tran, 2018), as they treat workers as customers and work as products, 
meeting their needs and expectations (Ahmed & Rafiq, 2002).

Although supported in both sectors, these practices have a greater impact on the private 
sector, assuming that they are applied in a greater degree in this sector. This may be related to 
the characterization of the job in terms of concrete objectives and the greater possibility of career 
progression and rewarding based on productivity, customer care, among others. This might lead to 
higher and more concrete worker motivation, performing tasks that go beyond those required by their 
busy work, which is not the case in the public sector that is always more conservative and resistant 
to change, due to its immense size and rigidity of the work environment (Boyne, 2002; Hvidman & 
Andersen, 2014; Lopes, Dias, & Castro, 2012). Apart from this, it may also be related to the need to 
demystify marketing in public administration.
Regarding affective commitment, within this sample, it was found that this variable has a positive 
impact on proactive behavior (b = 0.154; p<0.01) and life satisfaction (b = 0.143; p<0.01), as predicted 
in the literature (Mccormick et al., 2019). Workers who are more committed to their employers are 
more satisfied with their work environment and with the organization they belong to. They tend to 
adopt a proactive behavior and they are more likely to produce better results because they are willing 
to perform an extra effort, to allocate more time, energy and creativity to their tasks (Hunt et al., 1985), 
and extra work, reflected in better performance (Kim et al., 2010; Mccormick et al., 2019) and the 
success of their organizations. Concerning the link with life satisfaction, Meyer et al. (1993) state that 
if workers feel satisfied with their organizational experience, they are more willing to develop a strong 
affective commitment and greater identification to their organization. In addition, committed workers 
tend to be more satisfied with their lives (Danish et al., 2019): the time they spend in the workplace 
is an important part of their lives. Furthermore, work is an important part of their life (Reizer, 2015). 
Consequently, the satisfaction they feel about their work experience, translated into this commitment 
is transferred to their personal life, increasing their life satisfaction (Kumari & Afroz, 2013).

Comparing the two sectors, only the public sector supports these two hypotheses. Apparently, 
workers in this sector might work according to the sense of public mission, in favor of people, regions, 
country and society in general and their links to the employer tend to be more stable as they satisfy 
their personal interests (Lopes et al., 2012). Therefore, this might explain the weak link between 
performance and rewards (Boyne, 2002). Consequently, in the public sector, affective commitment 
is more likely to encourage workers to make an extra effort and have a positive attitude towards work 
(Lopes et al., 2012), while in the private sector these outcomes might be more based on rewards.

Finally, considering the data collected, regarding job satisfaction, it has a positive impact on 
proactive behavior (b= 0.435; p <0.01) and life satisfaction (b = 0.427; p <0.01), as predicted in the 
literature. Satisfied workers tend to perform better (Kim et al., 2010), have greater autonomy at 
work (Li et al., 2010) and reduce dysfunctional behavior (Park & Tran, 2018), because they feel less 
exploited and less pressured at work (Awan, Siddiquei, Jabbar, Abrar, & Baig, 2015). Satisfaction at 
work appears to have a significant influence at both professional and personal levels, as work nowadays 
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plays a central role in the life of any individual, both emotionally and in terms of the amount of time 
they devote to their work and their organization (Reizer, 2015). In addition, satisfied workers tend 
to develop a proactive behavior and tend to create more favorable conditions for personal success at 
work (Li et al., 2010). When workers are seen and treated like customers and their satisfaction becomes 
the priority of the internal marketing practices, they tend to put extra effort into performing their 
tasks and even go far beyond what might be expected of them: they might make suggestions or even 
involve themselves in actions and changes to improve the organization’s performance (Mccormick 
et al., 2019).

In the considered sample, even if these hypotheses are supported in both sectors, IM practices 
and job satisfaction appear to have a greater impact on the private sector. SCT shows how internal 
environment is a crucial part of the interaction between the organization actions and the employees’ 
decisions and behaviors (Stajkovic & Luthans, 1998). Possible explanation for this may be related to the 
fact that this sector is more decentralized in terms of communication and decision-making, allowing 
them to have greater autonomy and openness to adopt more creative behaviors and initiatives, and to 
assign more stimuli and rewards, which is reflected not only in terms of work outcomes, but also in the 
personal sphere (Boyne, 2002; Lopes et al., 2012; Hvidman & Andersen, 2014). In the private sector, 
job satisfaction may be influenced by factors such as company values, alignment with personal values, 
and opportunities for professional growth, while in public sector job security is often perceived as 
higher compared to the private sector, where layoffs and restructurings are more common (Almasluk 
et al., 2021; Qiu et al., 2022). Regarding affective commitment, the private sector is typically more 
driven by market competition and performance targets. This can create higher levels of performance 
pressure and individual accountability while the public sector often has a mission-oriented focus, 
providing services to the community and working towards the public good (Top et al., 2015). This 
sense of purpose and contribution to society can positively impact job satisfaction and employees’ 
overall life satisfaction.

6. CONCLUSIONS

Internal marketing arises from the need for organizations to differentiate themselves in face of the 
current market environment and to achieve actual competitive advantage, based on their intangible 
resources. Although this topic gained significance in the 1990s (Bohnenberger et al., 2019), there 
is still a gap in the definition and implementation of the concept (Mbengo & Chinakidzwa, 2014). 
The main objective of this study is to understand whether the adoption of internal marketing 
practices contributes to the overall success of the organization through their people management, 
in particular, at the individual level, and if this contribution is similar in both private and public 
sectors. To this end, we sought to understand how internal marketing practices impact affective 
commitment and job satisfaction and whether they relate to the adoption of a proactive behavior and 
life satisfaction. The results showed, in the context of this sample, that internal marketing practices 
impact affective commitment and job satisfaction in both sectors, although with a greater effect 
on the private sector. It appears that internal marketing practices and motivational policies might 
be stronger and more effective in the private sector. It was also found that affective commitment 
leads to the adoption of proactive behavior and life satisfaction although only supported in the 
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public sector; and that job satisfaction has implications for the adoption of a proactive behavior 
and life satisfaction in both sectors.

The differences found may be related to the characteristics underlying each sector. While the 
private sector is more decentralized in the way it functions and gives more benefits and incentives 
to workers if they perform better and more creatively, with a view to making a profit (Hvidman & 
Andersen, 2014), the public sector is broader, hierarchically more rigid (Boyne, 2002; Hvidman 
& Andersen, 2014; Lopes et al., 2012), its communication takes place in a more traditional way 
and its purposes are compatible with the mission of the civil service, i.e. of a more civic and social 
nature (Hvidman & Andersen, 2014). Stability might be the main reward in this sector.

In fact, internal marketing practices are understood to influence organizational success as a 
whole as well as its people management, so their adoption brings added benefits if organizations 
want to survive in today’s marketplace, differ from competition and achieve a stable and consolidated 
competitive advantage.

7. CONTRIBUTIONS AND LIMITATIONS

7.1 Theoretical contributions

Internal marketing is a fundamental communication tool for the improvement of work processes, 
interpersonal relationships, the flow with which information circulates in the organization and the 
motivation, involvement, and development of workers. Consequently, this paper provides 3 major 
inputs: (1) identifies the effects of internal marketing, from traditional definitions to an empirical 
application; (2) operationalizes the concept by identifying internal marketing action practices applied 
in both public and private sectors and (3) identifies how such internal marketing can influence work 
outcomes, such as proactive behavior and life satisfaction through the effects of affective commitment 
and job satisfaction. Therefore, it rises the likelihood that the effects of internal marketing are 
strengthened by the effects of job satisfaction in the private sector and by the effects of effective 
commitment in the public sector, bringing clues to further investigation in this field. Additionally, these 
results are based on samples of non-frontline workers, who were excluded from research priorities 
in the past. Drawing on SCT, cognitive factors can help understand how employees perceive and 
interpret internal marketing practices, including their understanding of organizational values, goals, 
and communication messages. By examining cognitive factors, researchers can assess how employees’ 
mental representations of internal marketing initiatives influence their job satisfaction, engagement, 
and proactiveness, where support takes an especial place.

It is also noteworthy that this is an innovative study for the Portuguese organizational culture, 
because it comparatively challenges the applicability and consequences of internal marketing, both 
in the national private and public sectors. As a result, it differs from most studies, often concerned 
with the service sector (Ozuem et al., 2018) and mostly applied in the United States of America and 
England (Sohail & Jang, 2017) or other developed countries.
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7.2 Practical contributions

Internal marketing looks at workers as if they were the organization’s first market (Grönroos, 2001), 
so it cannot be ignored in a constantly changing and increasingly complex world as it impacts directly 
work results and individual and corporate performance. Consequently, the efficient and effective 
management of human resources is considered crucial due to the challenges they have in terms of 
organizational success, whether in the private or public sectors. Thus, organizations must meet the 
needs and expectations of their workers and redesign the components of the work, as far as possible, 
according to these characteristics, in order to improve the link between the organization and the workers 
and have them really “fly the flag for the organization,” showing preference for it and advertising it for its 
good practices. This research highlights as well the importance these practices might have for the public 
sector as far as it is more or less researched and used in the private sector (Costa, Salles, & Fontes, 2010).

Thus, people managers should provide activities that impact internal relationships and customer 
orientation, such as training, internal communication, management support or internal market 
research, as workers will feel valued and respected, and the organization will know their own strengths 
and areas for possible improvement. This research presents interesting content that calls the attention 
of organizations to observe an internal marketing outlook, given all the repercussions that it might 
have for its survival in the market and for achieving a true competitive advantage.

In the public sector, Internal marketing strategies, such as effective communication, training 
and development programs, recognition, and employee involvement initiatives, can significantly 
increase employee engagement and motivation. By keeping employees informed, providing them 
with opportunities for growth and recognition, and involving them in decision-making processes, 
internal marketing helps create a positive work environment that contributes to higher commitment, 
job satisfaction and proactiveness. Internal marketing strategies help create a sense of belonging and 
purpose among employees in the private sector. By effectively communicating the organization’s 
mission, values, and objectives, internal marketing ensures that employees understand how their 
roles contribute to the overall success of the company. This alignment fosters a sense of engagement, 
job satisfaction, and proactiveness.

7.3 Limitations and future research

This research is based on a cross-sectional study with two samples, one for the private sector  
(218 workers) and one for the public sector (210 workers). In future studies it is proposed to consider 
more expressive samples collected through probabilistic sampling methods in order to generalize 
the results. In addition, the surveys were conducted in the Portuguese context, so the results may 
not be replicated in other contexts. Adoption or combination with other research methodologies  
(e.g., qualitative analysis using interviews) could also be considered in order to obtain a more 
consolidated knowledge on the subject, namely longitudinal research that may provide a better 
understanding of the causalities proposed. The results obtained should foster new research in the 
area of internal marketing, considering that there are interesting new links that can be developed 
and tested in other studies, in addition to the possible introduction of other variables, such as affect, 
engagement, empowerment and a new centrality of the work-life balance.
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APPENDIX

BOX A	 OPERATIONALIZATION OF THE CONSTRUCTS

Internal marketing practices
(Huang & Rundle-Thiele, 2014)

Internal communication
1.	My organization communicates a clear brand image to me.
2.	Employees at all levels understand the direction and key priorities of my 

organization.
3.	There is an internal communication program for all employees in my organization.
4.	All communication materials reflect a consistent style in my organization.
5.	Messages that I receive are aligned with business wide communication.

Training
6.	 Skill and knowledge development happens as an ongoing process in my 

organization.
7.	 My organization teaches me why I should do things.
8.	 My organization focuses efforts on training employees.
9.	 My organization provided an orientation program for me.
10.	The training in my organization has enabled me to do my job well.
11.	My organization provides support to develop my communication skills in order 

to achieve organizational goals.

Internal market research
12.	My organization regularly seeks employee suggestions.
13.	My organization talks with me to identify issues that I may have.
14.	My organization gathers employee feedback.
15.	My organization collects data on employee complaints.
16.	My organization does a lot of internal market research.

Affective commitment
(Meyer et al., 1993) 

1.	 I would be very happy to spend the rest of my career with this organization.
2.	 I really feel as if this organization´s problems are my own.
3.	 I feel a strong sense of “belonging” to my organization.
4.	 I feel “emotionally attached” to this organization.
5.	 I feel like “part of the family” at my organization.
6.	 This organization has a great deal of personal meaning for me.

Job satisfaction
(Brayfield & Rothe, 1951; Huang & 
Rundle-Thiele, 2014)

1.	 I am satisfied with the opportunities my work provides to interact with others.
2.	 I am satisfied with the variety of activities my work offers.
3.	 I enjoy my job.
4.	 Most of the days I am excited about my work.
5.	 I feel real pleasure in my work.

Continue
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Proactive behavior
(Claes et al., 2005)

1.	 If I see something I don’t like, I fix it.
2.	 No matter what the odds if I believe in something I will make it happen.
3.	 I love being a champion for my ideas, even against others’ opposition.
4.	 I excel at identifying opportunities.
5.	 I am always looking for better ways to do things.
6.	 If I believe in an idea, no obstacle will prevent me from making it happen.

Life satisfaction
(Diener et al., 1985)

1.	 In most ways my life is close to my ideal.
2.	 The conditions of my life are excellent.
3.	 I am satisfied with my life.
4.	 So far, I have gotten the important things I want in life.
5.	 If I could live my life over, I would change almost nothing.

Source: Elaborated by the authors.
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