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The main purpose of the study on which this article is based was to determine the influence of internal marketing on 
service quality as a means of improving the brand image of staffing agencies. The population of the study was the public 
staffing industry in South Africa. The sampling unit was the clients of a selected staffing brand. The selected sample of 
respondents was surveyed through an online self-administered survey distributed via a link in an email. The data was 
analysed using multivariate regression statistics. The application of an internal marketing approach enables staffing 
agencies to minimise employee turnover and increase service quality and performance, aiding staffing agencies to gain 
strong brand images that result in higher levels of competitiveness and profitability. Successful internal marketing should 
have a positive influence on employee attitudes and actions and therefore enhance customer satisfaction and service 
quality. The integration of internal marketing into the organisation's overall marketing strategy is therefore critical. The 
purpose of such a strategy can be to ensure that the organisation recruits and trains employees to deliver on the values of 
the brand in order to ensure that staffing agencies strengthen their brand images. 

Introduction 

Modern-day organisations are increasingly finding that in 
order to remain competitive, they require the most talented 
employees available on the market and need to satisfy two 
kinds of consumer markets: the internal customer and the 
external client (Farrelly & Greyser, 2012:507). This means 
that the need for an internal market orientation is widely 
recognised. Therefore, if the organisation wants to 
implement an internal marketing strategy, it has to ensure 
that management is committed to employees being 
empowered (Gounaris, 2008:72). The empowerment of 
employees through an internal marketing strategy can 
enhance the levels of service quality within the realm of a 
customer-conscious service culture (Samen & Alshurideh, 
2012:86). 

High levels of service quality result in more satisfied clients 
and consequently in an improved brand image of the service 
organisation within the marketplace (Lehmuskallio, 
2008:96). 

For the reasons stated, staffing agencies need to have a clear 
understanding of the link between internal marketing, 
service quality and brand image. Staffing agencies have 
various challenges. One of these is high employee turnover, 
particularly amongst recruitment consultants who are the 
main client-facing employees (Basgall & Shoham, 
2008:52). High employee turnover may be due to employee 
empowerment problems which may stem from 
communication or training problems within staffing 
agencies. Such challenges could lead to low staff motivation 

and job stress due to staff not knowing how to perform their 
jobs efficiently. Low employee motivation may result in 
lower levels of service quality offered to the client by the 
employee, which in tum would negatively affect a staffing 
agency's brand image (Bowers & Martin, 2007:88 ; Ndubisi 
& Ndubisi, 2013:530-531). 

In terms of focusing on service businesses, staffmg agencies 
are highly underresearched considering the various obstacles 
they face. Essentially, staffing agencies provide the service 
of matching candidates to their client's human resource 
needs and organisational culture (Thomas, 2009). The 
demand for staffing agencies has evolved beyond 
connecting the correct people in positions that fit their skills, 
to that of partnering with clients to provide the correct talent 
mix for their business (Czakan, 2010). Bellou and 
Andronikidis (2008:245) identify a service as "any activity 
or benefit that one party can offer to another that is 
essentially intangible and does not result in the ownership of 
anything. Its production may or may not be tied to a 
physical product". Therefore it would be fair to argue that a 
staffing agency's clients are continuously exposed to the 
agency's services, which includes its service promises, and 
the employees who deliver - or in some cases do not deliver 
- on these promises (Czakan, 2010). 

According to the Association of Personnel Service 
Organisations (APSO, 2012) there is a lack of research 
available concerning staffing agencies in general. This could 
be due to various reasons, including a lack of regulation that 
pushes for the collation of statistics and information, a 
general lack of resources, and the common disinclination of 
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members within staffing agencies to offer information to 
those attempting to carry out research. Due to increased 
globalisation, South African organisations have competition 
both locally and on a global level, and therefore need to 
empower themselves with a wealth of information in order 
to compete with First World nations (Mokopanele, 2010). 

Against this background, formal research is currently of 
great importance for staffing agencies as it still seems to be 
unclear whether internal marketing changes do in fact 
influence the brand image of staffing agencies. In order to 
address the aspects highlighted above, this article includes a 
literature review of internal marketing, service quality and 
brand image, as related to a prominent staffing agency in 
South Africa. The problem investigated in the study that 
informed this article is specified, followed by a discussion 
on the research objectives, hypotheses and methodology 
employed. Thereafter, the empirical results are discussed, 
followed by a discussion of the implications they might hold 
for management. 

Literature review 

For the purpose of this article, the following definitions will 
apply for internal marketing, service quality and brand 
image: 

Internal marketing: A planned effort using a marketing-like 
approach to overcome organisational resistance to change, 
and to align, motivate and interfunctionally coordinate and 
integrate employees towards the effective implementation of 
corporate and functional strategies in order to deliver 
customer satisfaction through a process of creating 
motivated and customer orientated employees. 

Service quality: The propensity of an organisation to meet or 
surpass external client expectations. 

Brand image: The external market's perception of the 
complete product; the way in which the market observes the 
total experience of the brand. 

Internal customer: The employees and departments (internal 
customers) of the organisation that consume job-products. 
These employees are both internal customers of the 
organisation and internal suppliers of internal services to 
others within the organisation, and are organised in a way 
that they can have control and accountability over their 
performance. 

External client: An organisation to which the staffing 
agency renders a service. 

A review of the literature on internal marketing, service 
quality and brand image reveals that the underlying 
principle of internal marketing is that effective service 
delivery requires motivated and client-conscious employees 
(Kuo & Kuo, 2010:629). Therefore, if a staffing agency 
utilises marketing tactics, such as the marketing mix of 
product, price, promotion, distribution, people, processes 
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and physical evidence within the organisation rather than 
only outside the organisation, it could contribute towards 
fulfilling the needs of employees better, thereby creating 
employees who are passionate and motivated to provide 
high levels of service to clients (Czakan, 2010). This is due 
to the fact that satisfied employees have been linked to 
satisfied clients. Satisfied clients then appear to be happier 
and have higher levels of loyalty towards the organisation 
(Aburoub, Amman, Hersh & Aladwan, 2011:110). 

It is important for organisations to have excellent service 
delivery as brands in general have become the single most 
recognisable representation of an organisation, leading to 
the creation of wealth, whilst representing powerfully 
compressed symbols of purpose, meaning and promise 
(Read, 2009:26-27). Brands reflect signs of trust and distrust 
as well as the political, economic, social and environmental 
standing oforganisations. Matanda and Ndubisi (2013:1033) 
agree by suggesting that building strong brands has become 
one of the most vital objectives of product and brand 
management as strong brands result in the growth of both 
short and long-term income generation. 

The link between the elements of the internal 
marketing mix and the dimensions of service quality 

The discussion that follows will explore how each element 
of the internal marketing mix is linked to the dimensions of 
service quality. 

The link between the internal product and the 
dimensions of service quality 

Employees with longer tenures tend to have more 
knowledge about the organisation and the service they are 
offering than employees with shorter tenures (Luna-Arocas 
& Camps, 2008:40). Thus employees who remain with the 
organisation longer will be able to offer higher levels of 
empathy, assurance, reliability, responsiveness and 
professionalism to clients, as they would have a better 
relationship with the client and understand the client's needs 
and expectations and how to deliver on them, based on past 
experiences (Azizi, Ghytasivand & Fakharmanesh, 
2012:123). 

The link between internal price and the dimensions 
of service quality 

Ward and Dagger (2007:282-283) and Chen and Lin 
(2013:47) have indicated that the internal price paid by 
employees can contribute to both the effectiveness and 
ineffectiveness of the components of service quality. The 
internal price allows employees to gain new knowledge and 
skills which will ultimately provide higher levels of 
reliability, assurance, empathy and responsiveness to client 
needs (Ali, 2012:244). However, the additional energy and 
time required by employees to learn new processes or skills 
might cause them to become less satisfied and ultimately 
less motivated to provide high levels of service quality to 
the client. Therefore, learning should be integrated into the 
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format of the job product in order to continuously keep 
employees' skills up to date (Meszaros, 2009). 
The link between internal promotion and the 
dimensions of service quality 

Internal promotion provides employees with information on 
what the organisation is doing to meet their needs as well as 
clients' feedback on their service excellence, which allows 
employees to become more satisfied by the work they do. 
This ultimately leads to employees providing better service 
to clients as they feel appreciated (Lucas & Kline, 
2008:279). 

The link between internal distribution and the 
dimensions of service quality 

Delivering excellent service to a client is a team effort. If 
there is a lack of synergy amongst different departments 
within the staffing agency, then the service offered to the 
client will not be as reliable and responsive as it could be 
(Papaso lomou, Kountouros & Kitchen, 2013: 111). 

The link between people and the dimensions of 
service quality 

By empowering employees, they are given the discretion to 
solve the client's problem in their own way. This not only 
creates higher levels of employee satisfaction as they feel 
they have control of their work, but also allows for higher 
levels of service quality (Samen & Alshurideh, 2012: 85). 
Should employees not be required to consult their manager 
for everyday decisions they are able to solve a client's 
problem quickly. This allows them to be responsive to client 
needs (Kale & De, 2012:35-36). 

The link between internal processes and the 
dimensions of service quality 

Effective internal processes contribute to higher levels of 
employee confidence as they are able to perform their jobs 
more effectively as they are familiar with the actions 
required to deliver excellent service to the client; thus 
allowing employees to provide higher levels of empathy and 
assurance to the external client (Gupta, McDaniel & Herath, 
2005: 293; Steyn, Steyn & Van Rooyen, 2011: 131 ). 

The link between physical evidence and tangibles 
and the dimensions of service quality 

Physical evidence affects service quality through creating a 
level of tangibility and identity for the service which aids in 
assuring clients that they are receiving a professional 
service. The physical evidence such as the manner in which 
employees are dressed, brochures and other physical 
marketing materials aid in creating an experience for the 
client that, if carried out correctly, can allow the staffing 
agency to be perceived as a high quality service provider 
(Tsai, Tsai & Chang, 2010:730-731). 
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The impact of internal marketing on brand image 

Success of service businesses is dependent on people. 
People require management and guidance in order to know 
what to do, how to do it, and how to do it well time and time 
again (Mieres, Sanchez & Vijande, 2012:410). The issue of 
how management controls employees to act in a client­
conscious way is relevant here. Both formal and informal 
models of control need to be considered as a means of 
achieving and implementing shared vision, and goals to 
deliver a consistent brand experience (Henkel, Tomczak, 
Heitmann & Herrmann, 2007:311). Managers need to define 
a brand's values and then ensure that their interpersonal 
interactions with employees' values and behaviour are 
consistent with these values (Holtzhausen & Fourie, 
2008:81-82; Matanda & Ndubisi, 2013:1032). For 
employees to be proactively responsive to client-conscious 
conduct requires much individual consideration, flexibility 
and originality in the delivery of service brands. Therefore, 
employee empowerment mechanisms need to be considered 
as they allow employees to make everyday decisions freely 
in order to ensure that the brand's promise is adhered to 
during client-employee interactions (Ali, 2012:246; Henkel 
et al., 2007:312). 

Interfunctional coordination needs to be harnessed in order 
to allow for effective co-ordination between front-line staff 
and back-office staff in order for knowledge between 
functions to be shared. The belief here is that each internal 
client becomes someone else's supplier. This approach 
would allow each employee to become alert as to how they 
individually contribute to the work of others, which would 
then assist in total quality management in terms of the 
service (Botha & Van Rens burg, 2010:4 7 -48). Employees 
need to become prepared to perform, therefore knowledge 
management tactics should be initiated as a means of 
recruiting skilled employees and keeping employees 
educated, informed and capable of acting in a client­
conscious way. Knowledgeable, empowered employees 
contribute to consistent brand experiences as employees act 
in a way that is consistent with the brand's identity and 
respond instantly to change which contributes to high 
quality individual client experiences (Ma, Ding & Hong, 
2010:133). 

Problem statement 

An important focus of internal marketing should be to 
improve the brand identity among the employees of an 
organisation. Improved brand identity amongst employees 
should result in an improved brand image amongst clients 
(Matanda & Ndubisi, 2013:1036; Otubanjo & Melewar, 
2007:421). However, the researcher could not find any 
studies on how the elements of the internal marketing mix of 
product, price, promotion, distribution, people, processes 
and physical evidence, influence service levels of staffing 
agencies, which is ultimately linked to brand image. This 
raises the question as to whether or not internal marketing 
has a positive influence on the brand image of staffing 
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agencies amongst their clients. Figure 1 provides an 
illustration of the three key relationships in the study. 

Service quality 

Reliability 

Responsiveness 

Assurance 

Empathy 

,,.,,.- .. ---.......... 

,/' -----,,, 
s:' 

Internal marketing ~•---------~l Brand image 

Internal product Brand consistency 

Internal price Brand trust 

Internal distribution Brand satisfaction 

Internal promotion Brand commitment 

Internal people 

I ntem al processes 

I ntem al physical evid ence 

Figure 1: A framework of the three key relationships 
explored in the study 

From the literature (Azizi et al., 2012: 123-124; Krell, 
2006:50; Lowell & Hahn, 2007:6; Rafiq & Ahmed, 
2000:453) it is evident that there is a lack of information on 
the relationship between the internal marketing mix and the 
brand image dimensions of brand consistency, trust, 
satisfaction and commitment. Furthermore, the influence of 
the elements of internal marketing on the dimensions of 
service quality (reliability, responsiveness, assurance and 
empathy) and the dimensions of service quality's influence 
on the dimensions of brand image within the staffing 
industry in South Africa, have not been explored before. In 
this article these three relationships are explored as they 
could provide a means of reducing employee turnover and 
enhancing the performance and profitability of staffing 
agencies. 

The problem statement therefore is: 

The relationship between the elements of internal 
marketing, the dimensions of service quality and brand 
image among staffing agencies tends to be unexplored. 

Objectives 

The primary objective of the study was to determine the 
influence of internal marketing on the brand image of South 
African staffing brands and staffing subsidiaries as 
measured through service quality. 

The primary objective is supported by the following 
secondary objectives, categorised into three relationships, 
namely: 

S.Afr.J.Bus.Manage.2015,46(1) 

• Relationship 1: To determine the relationship between 
the seven elements of internal marketing and the four 
dimensions of service quality at a selected staffing 
brand and its subsidiaries. 

• 

• 

Relationship 2: To establish the relationship between 
the four dimensions of service quality and the four 
dimensions of brand image at a selected staffing brand 
and its subsidiaries. 
Relationship 3: To determine the relationship between 
the seven elements of internal marketing and the four 
dimensions of brand image at a selected staffing brand 
and its subsidiaries. 

Hypotheses 

Following the primary and secondary objectives listed, the 
study set out to prove the following hypotheses: 

HI: There is a significant difference between the 
p erceived influence of the different elements of internal 
marketing on the dimensions of service quality at a 
selected South African staffing brand. 

H2: There is a significant difference between the 
perceived influence of the dimensions of service quality 
on the dimensions of brand image at the selected South 
African staffing brand. 

H3: There is a significant difference between the 
perceived influence of the elements of internal marketing 
on the dimensions of brand image at a selected South 
African staffing brand. 

Research methodology 

The study was quantitative in nature and descriptive in 
design. A quantitative approach was followed in order to 
produce clear data results that are easily generalised and 
statistically calculated (Hair, Bush & Ortinau, 2006:171). 
This study also applied a descriptive research design, the 
reason being that descriptive studies usually accommodate 
large sample sizes and make use of survey and questionnaire 
techniques to gather the necessary data required by a 
specific study (Solomon, Marshall & Stuart, 2006:113). The 
target population for this study was drawn from all 
registered staffing agencies listed under the Association of 
Personnel Services Organisations (APSO). Public staffing 
agencies registered with the Johannesburg Securities 
Exchange (JSE) were considered since they are the largest in 
size and income, and the most regulated and among the 
more sustainable staffing agencies within South Africa. A 
non-probability sampling design was implemented in this 
study to extract a representative sample of clients of the 
staffing brands and staffing subsidiaries of one of the market 
leaders in the staffing industry in South Africa as a sample 
representation of the entire staffing industry in the country. 
Non-probability sampling in the form of judgement 
sampling was used to select public staffing agencies 
registered with the JSE. Therefore, the sample was based on 
the staffing brands and staffing subsidiaries of a prominent 



S.Afr.J.Bus.Manage.2015,46(1) 

staffing agency group - a large, national, regulated, listed 
public organisation that focuses on white and blue-collar 
workforces and is a market leader in the staffing industry 
conducting business with many private and JSE listed blue­
chip organisations in South Africa. The sampling units for 
the sample frame were all the current clients of the staffing 
agency divisions and subsidiaries within the selected 
staffing group. A total of 1 123 questionnaires were 
completed. 

An online self-administered survey was used to collect data 
from respondents. Online survey methods allow for no 
interviewer bias and for data to be gained quickly, from a 
large sample, and at a relatively low cost (Churchill & 
Brown, 2007:114; Solomon et al., 2006:116). Structured 
questions were used to elicit responses. The questionnaire 
was prepared in an electronic format and consisted of three 
sections. Section A was in the form of fixed-alternative 
questions to obtain demographic descriptions of the 
respondents of the study. Sections B, C and D were in the 
format of a five-point Likert scale. The statements' response 
continuum ranged from 1-5, where 1 = strongly agree to 5 = 
strongly disagree. Section B covered aspects pertaining to 
the seven elements of internal marketing, section C 
contained aspects pertaining to the four dimensions of brand 
image, and section D contained aspects pertaining to the 
four dimensions of service quality. Suitable scale item s were 
developed from the literature. The questionnaire was 
pretested before it was fielded among the target population 
of the study. 

The data on the questionnaires was coded, entered and 
edited for analysis using the Statistical Package for Social 
Sciences (SPSS version 18). The data analysis firstly 
involved the examination of the frequency distribution of 
the results for each of the scale items included so as to 
determine whether the data was normally distributed. The 
normality of the distribution of results of each scale item 
was determined in order to determine whether parametric or 
non-parametric tests should be used to test the hypotheses 
formulated for the study. The distribution of results can be 
considered normal if it exhibits a skewness of less than an 
absolute value of 2.00 and a kurtosis of the distribution of 
less than 7.00 (Field, 2009: 127). All scale items used fell 
within these parameters. Based on this fact and as well as 
that the sample size was large (n = 11 23), parametric tests 
were considered suitable for hypotheses testing. Multivariate 
regression analysis was used to determine the perceived 
relationship between the elem ents of internal marketing, the 
dimensions of brand image and service quality for the 
staffing agency group in the study. 

RESULTS 

Construct validity 

The Kaiser-Meyer-Olkin (KMO) statistics ranged between 
being average (KMO = 0.603) to great (KMO = 0.888). The 
Bartlett test of sphericity had p-values all equal to 0 
indicating that the values were significant (p < 0.05) for the 

75 

factors created from the questionnaire. Most of the 
cumulative percentages ranged between 52% and 88% and 
were therefore considered to explain a sizable amount of the 
variance. 

Reliability 

Cronbach alpha values for the sample in the study ranged 
between highly reliable (the values were between 0.8 and 
0.95) concerning some constructs, to fairly reliable (the 
values were between 0.6 and 0.7) following Zikmund and 
Babin (2007: 322). Except for the construct Internal 
Processes, all constructs were found to be reliable (no 
values were below 0.6), as indicated in Table 1. 

Table 1: Results of the Cronbach alpha test 

Construct Sub-construct Cronbach 
aluha (a) 

Internal Internal product (6 items) 0.927 
marketing Internal price (8 items) 0.668 

Internal distribution (2 items) 0.728 
Internal promotion (8 items) 0.825 
People (5 items) 0.609 
Physical evidence and tangibles (4 0.816 
items) 

Service Responsiveness (5 items) 0.900 
quality Assurance (5 items) 0.858 

Empathy (5 items) 0.930 
Brand Consistency (7 items) 0.944 
image Trust (7 items) 0.888 

Satisfaction (5 items) 0.858 
Commitment 0.786 
(3 items) 

Discussion of the results 

The multivariate F-test, which is based on a statistic called 
Wilks' Lambda explains whether or not the independent 
variable explains significant variation among the dependent 
elements within the study. Eta squared plays a similar role to 
R2 as it acts to define the strength of association or depicts 
the proportion of total variation attributable to an element 
and ranges from 0-1. Both the Wilks' Lambda and the 
partial Eta squared are discussed in this section to explain 
the results. 

R elationship I : The relationship between the elements of 
internal marketing and service quality using multivariate 
regression 
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Table 2: Multivariate regression for four dependent 
elements of service quality and seven independent 
elements of internal marketing 

Samp e 
Independent elements Wilks' Wilks' 

Lambda Lambda 
Sig (p) Partial ri2 

Internal product .000 .199 
Internal price .000 .050 
Internal promotion .008 .024 
Internal distribution .000 .100 
People .002 .030 
Physical evidence and .000 .061 
tancibles 

The data displayed in Table 2 shows that all elements of 
internal marketing were found to be statistically significant 
(p-value < 0.05) for influencing service quality in the 
sample. Internal product showed the strongest variation to 
service quality (ri2 = .199), followed by internal distribution 
(ri2 = .100), and then the physical evidence and tangibles (ri2 

= .061) for the sample in the study. The internal promotion 
was considered the least influential (ri2 = .0.24), followed by 
people (ri2 = .030) and the internal price (ri2 = .050). 
However, since partial eta squared is reported on in a similar 
way to R2

, it can be noted that the internal product only 
influences service quality by 19.9%, the internal distribution 
only influence service quality by 10%, and the physical 
evidence and tangibles only influence service quality by 6%. 
Based on the partial Eta squared values observed for the 
data in Table 2, the following finding was considered. 

Finding 1: Clients perceived service quality to be most 
influenced by internal marketing through the intemal 
product. 

Finding 1 tends to agree with the literature (Bowers & 
Martin, 2007:91; Kale, 2007:5; Yao, Chen & Cai, 2013:531) 
which identified that through providing internal products 
that meet employee needs, the staffing agency would have 
more satisfied employees with longer tenures. The 
organisation does well. The more involved and connected 
employees feel in their job, the more job satisfaction they 
will experience which should create higher levels of loyalty 
towards the organisation. Employee loyalty allows for 
employees to believe in the values and goals of the 
organisation, motivates them to put more effort into their 
jobs, and gets employees to remain with the organisation for 
longer periods of time. Based on the multivariate regression 
findings stated, hypothesis 1 is accepted and the null 
hypothesis rej ected. 

R elationship 2: The relationship between the dimensions 
of service quality and brand image using multivariate 
regression 
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Table 3: Multivariate regression for the four dependent 
elements of brand image and four independent elements 
of service quality 

s ampe 
Independent elements Wilks' Lambda Wilks' Lambda 

Sig (P) Partial 112 

Responsiveness .007 .025 
Assurance .000 .206 
Empathy .000 .147 

According to Table 3, all elements of service quality were 
found to be statistically significant (p-value < 0.05) for 
influencing brand image in the sample. The sample 
perceived assurance (ri2 

= .206) to have the largest influence 
on brand image. This was followed by empathy ( l]2 

= .14 7), 
while responsiveness (ri2 

= .025) was found to be 
significant, but it exhibited the smallest degree of influence 
on brand image. However, since partial Eta squared is 
reported on in a similar way to R2

, it can be noted that 
assurance influences brand image by only 20.6%, while 
empathy influences brand image by only 14.7% and the 
responsiveness of the service influences brand image by 
2.5%. Furthermore, assurance needs to be considered with 
caution as it was identified as having a kurtosis value over 1. 
Based on the partial Eta squared values observed for the 
data in Table 3, the following findings were considered. 

Finding 2: Clients perceived brand image to be most 
influenced by the service quality dimension of 
assurance. 

Finding 2 shows some agreement with the literature 
(Dunmore, 2002:94; Little & Marandi, 2003:46;Gupta et al., 
2005:391; ELSamen & Alshurideh, 201 2:87) which 
identified that assurance originates from employee 
knowledge, professionalism and their capacity to encourage 
faith and confidence in the client to whom they deliver 
service. This links to employees having knowledge 
concerning the brand and its values, which contributes to 
consistent brand behaviour. More consistent brand 
behaviour leads to higher levels of service quality, which 
directly links to the clients' attitudes towards the brand. 
Employees are responsible for converting brand identity into 
brand image; therefore the more employees internalise the 
brand identity and its values, the more consistently they are 
likely to deliver the brand effectively. Employees who feel 
adequately rewarded are more inclined to remain with the 
organisation in the long-term, which will contribute to 
higher levels of service quality as they have a better 
understanding of the client and their role in delivering 
service to the client (Aburoub et al. , 2011:1 13). Based on 
the multivariate regression findings in Table 3, hypothesis 2 
is accepted and the null hypothesis rej ected. It was 
furthermore established that assurance was the most 
influential service quality dimension influencing the entire 
construct of brand image. This is in comparison to the 
influence of responsiveness and empathy which were shown 
to be the most influential service quality dimensions 
influencing the four dimensions of brand image when 
analysed individually. 
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Relationship 3: The relationship between the elements of 
internal marketing and brand image using multivariate 
regression 

Table 4: Multivariate regression for four dependent 
elements of brand image and seven independent 
elements of internal marketing 

Sample 
Independent elements Wilks' Wilks' Lambda 

Lambda Partial ri2 

Si!! fo) 
Internal product .680 No value 
Internal nrice .000 .076 
Internal nromotion .373 No value 
Internal distribution .000 .054 
People .000 .045 
Physical evidence and .000 .096 
tancibles 

For the data displayed in Table 4, only the internal 
marketing elements of internal price, distribution, people 
and physical evidence and tangibles were found to be 
statistically significant (p-value < 0.05) for influencing 
brand image. Respondents perceived physical evidence and 
tangibles (r12 = .096) to have the largest influence on brand 
image. This was followed by the internal price (1,2 = .076), 
then internal distribution (112 = .054) and finally people (112 = 
.045). However, since partial Eta squared is reported on in a 
similar way to R2

, it can be noted that physical evidence and 
tangibles influence brand image by only 9.6%, the internal 
price influences brand image by only 7.6%, and internal 
distribution influences brand image by only 5.4%. Based on 
the partial Eta squared values observed for the data in Table 
4, the following finding was considered. 

Finding 3: Clients perceived brand image to be most 
influenced by internal marketing through the physical 
evidence and tangibles. 

Due to the intangible nature of services, clients seek 
unspoken indications to determine their expectations and 
assessment of service quality. Most service organisations 
have no tangible products to display and to sell, but do have 
employees who are frequently considered by the clients as 
being representatives of the brand. Lovelock and Wirtz 
(2008: 16) and Biedenbach and Marell (2010:447) argue that 
due to the intangible nature of services, clients will seek 
implicit cues to formulate their expectations and evaluation 
of service quality. Service uniforms and employee dress 
codes are a component of the 'implicit cues' that clients 
draw on as a means of determining an impression of the 
staffing agency. An employee's appearance can create an 
indication of the organisation's identity. When employees 
identify with their organisations, they tend to display similar 
attributes to describe their own behaviour, to those of the 
staffing agency's identity. Clients experience a corporate 
brand's identity through all points of contact throughout the 
organisation. Based on the multivariate results shown in 
Table 4, hypothesis 3 was accepted and the null hypothesis 
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rejected. Considering the results, the following final model 
was therefore proposed. 

Service quality 

Responsiveness 

Assurance 

Internal marketing 

..---... 
/ ' 

,'' Empathy'',, 
, ' , ' ,' \ , ' ' ' , ' 

' ' 
Internal product 

, ' ,, ' ... ~ 
Internal pn ce 

Internal distnbution Brand image 

Internal promotion Brand consistency 

People Brand trust 

Brand satisfaction 

Physical evidence Brand commitment 

Figure 2: Proposed final statistical model 

The managerial implications of the study are listed next and 
are discussed according to the recommendations made for 
the influence of internal marketing on brand through service 
quality. 

Managerial implications 

From an internal marketing perspective, staffing agencies 
should ensure that the internal product that they offer to 
potential and existing employees creates employee 
satisfaction and loyalty. This should create a workforce of 
employees who have longer tenures and more knowledge in 
staffing, leading to higher levels of service quality. This can 
be achieved through effective training and by offering 
employees careers that will enable them to grow and 
enhance their skills. Therefore, jobs or internal products 
should be designed for different employee segments, based 
on their different needs and competencies. 

Clients seemed to find the internal distribution element of 
internal marketing to be relatively influential towards the 
responsiveness, assurance and empathy dimensions of 
service quality. To ensure that service quality matches client 
requirements, employees must be flexible and responsive to 
client needs in order to satisfy them. The internal marketing 
concept emphasises that teamwork between the employees 
of a business is a key factor in the development and 
application of a successful business strategy. Teamwork is 
required for effective knowledge renewal, as information is 
shared across the business which allows for new ideas to 
form and for the culture of the organisation to be 
maintained. 

Physical evidence and tangibles were found to be relatively 
influential towards the assurance and empathy dimensions 
of service quality. Therefore, it is important that staffing 
agencies ensure that they have a modern environment and 
attractive marketing brochures so that clients will be assured 
that the staffing agency is a market-leading and innovative 
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staffing provider. A staffing agency's physical environment, 
design and layout may have an influence on employee 
behaviour. Therefore, staffing agencies should consider 
designing the physical layout of their organisations around 
employee needs in order to maximise both productivity and 
employee satisfaction. Staffing agencies need to implement 
open-plan office designs in order to ensure a more 
collaborative work environment that can react to change 
quickly. Furthermore, due to many of the interactions 
between a staffing agency and the client taking place at the 
client's premises, it is essential that staffing agencies ensure 
that their employees follow a specific and professional dress 
code. This will allow the staffing agency to be perceived as 
professional and assure clients that they are receiving a high 
level of service quality. 

Internal promotion was found to influence the 
responsiveness of the service, and therefore in order for 
staffing agencies to provide more responsive service to 
clients, they need to focus on their internal promotion 
tactics. Staffing organisations need to begin by segmenting 
their employees, based on the level of client interaction they 
have. This will allow the organisation to determine how 
much information needs to be communicated to each group 
of employees and how frequently this should happen. 
Furthermore, staffing agencies can determine which types of 
communication methods would be most effective to reach 
certain employees, as many staffmg agency employees often 
conduct services on the clients' premises and will therefore 
need to be well versed in different modes of communication. 
Staffing organisations should consider utilising various 
internal communication mechanisms such as internal 
advertising, personal selling, sales promotion, public 
relations and new media technologies in order to 
communicate activities, circulate knowledge, and create 
shared values and brand values amongst their employees. 
Many staffing agency employees frequently work out of 
their offices at the clients' premises; therefore special 
attention should be given to new media as this would allow 
employees to remain connected to the organisation, its 
communications and culture via virtual or online 
communities. New media is frequently used both externally 
and internally by modem-day organisations in the form of 
the intranet, social networking and wikis. 

Brand consistency is critical in obtaining brand trust, 
satisfaction and ultimately commitment. The clients agreed 
that brand consistency is highly influenced by the service 
quality offered by a staffing agency. Staffing agencies need 
to ensure that they offer consistent services, as this assures 
clients that they are working with a high quality staffing 
provider. The first level of internal marketing is that of 
maintaining consistency. Consistency can be achieved 
through attracting, hiring and training the correct type of 
employees to be consistent with the organisation's values. 
Creating a matrix-structured organisation and a social 
environment that allow for effective internal relationships 
between employees to be fostered, enables employees to 
provide high levels of internal service quality to each other . 
Service consistency can also be achieved by management 
providing effective scripted and technological processes that 
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aid employees in understanding their work and doing it 
more effectively. Effective processes lead to better, more 
effective strategies, and subsequently to better more 
consistent performance of a staffing agency. Through 
empowering and rewarding employees for performing their 
jobs correctly, staffing agencies are able to have higher 
levels of consistent service quality, as employees will be 
more productive and motivated to behave in accordance 
with the organisation's goals and values. 

It is important for staffmg agencies to ensure that their 
employees are responsive to client needs, because if clients 
do not trust a brand, they are unlikely to be loyal. Clients 
want to purchase services from an organisation they can 
trust. This trust is based on how an organisation 
continuously delivers on clients' expectations of the 
organisation's service promises. Employees can 
considerably influence a brand's relationship with its clients 
through the way they interact with clients. Shared values are 
the foundation of what the organisation is, and are required 
for an organisation to achieve its strategic goals. A shared 
service culture provides a form of identity to employees, 
creates a sense of group obligation and develops an 
established community orientation where service standards 
are adhered to. Staffing agencies can ensure that their 
employees deliver services consistently by having a client­
conscious service culture based on the values of the brand, 
and through communicating the importance of consistency 
to employees in order to ensure that they understand the 
brand identity of the organisation, and how their role fits 
within that context. Staffing agencies should also 
communicate with their employees regularly to ensure that 
employees understand that their personal success is linked to 
the success of the organisation and its brand reputation, and 
should encourage employees to be motivated and committed 
to an organisation's goals and brand values. 
Communications should aid as an enhancer of service 
quality, as an understanding of the client's expectations and 
needs is communicated throughout the organisation. 

Assurance was seen to be the most influential service quality 
dimension influencing brand image. Assurance originates 
from employee knowledge, professionalism and their 
capacity to encourage faith and confidence in the client to 
whom they deliver service. This links to employees having 
knowledge concerning the brand and its values, contributing 
to consistent brand behaviour, and more consistent brand 
behaviour leads to higher levels of service quality. This 
directly links to the client's attitudes towards the brand. 
Staffing agencies need to consider an internal marketing 
approach as a means of curbing employee churn that will 
lead to higher levels of assurance. Internal marketing aids in 
decreasing employee chum, increasing employee 
engagement and increasing external service quality, thereby 
satisfying the external client. By satisfying the external 
client better than competitors, a staffing agency will be able 
to differentiate itself by having a superior offer in 
comparison to competitors. Staffing agencies need to ensure 
there is continuous knowledge renewal amongst employees 
by providing an environment that promotes teamwork and 
allows for information to be shared across the business. An 
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internal distribution of skills and services within the 
organisation is important, as when there is a lack of internal 
service quality, front-line employees will be unprepared to 
deliver effective services. In order to create enthusiastic 
employee behaviour, staffing agency managers need to 
recognise the supremacy of training as a marketing 
instrument. Middle managers should be used as trainers and 
motivators who build their employees' capabilities and 
confidence, as this will increase employee confidence, 
ultimately leading the employee to be more assured of their 
role. 

Employees are responsible for converting brand identity into 
brand image. The more employees internalise the brand 
identity and its values, the more consistently they will be to 
deliver the brand effectively. Staffing agencies need to 
reward employees on merit for their efforts, as employees 
will strive to be more efficient, reliable, professional and 
empathetic to client needs as they desire to be rewarded for 
service excellence. In addition, employees who feel 
adequately rewarded are more inclined to remain with the 
organisation in the long term, contributing to higher levels 
of service quality as they have a better understanding of the 
client and their role in delivering service to the client. 

Conclusion 

This article reported on research conducted on the influence 
of the elements of internal marketing on the dimensions of 
service quality, namely reliability, responsiveness, assurance 
and empathy, and the dimensions of service quality's 
influence on the dimensions of brand image within the 
staffing industry in South Africa. These three relationships 
were explored as it is believed that they could provide a 
means to reducing employee turnover and enhancing the 
performance and profitability of staffing agencies. It was 
found that internal marketing influences the superiority and 
consistency of the service quality provided by employees 
and experienced by clients. It was further established that if 
this is the case, the staffing agency will ultimately have a 
stronger brand image, which ensure future economic 
performance and the sustainability of the staffing brand over 
the long term. 

Limitations and suggestions for future research 

Only selected staffing agencies within the Kelly Group were 
included within the study. Therefore, the information 
provided does not represent the entire industry. Further 
research regarding this topic could be extended to include 
other geographical areas and additional staffing agencies or 
service businesses. 
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