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While scholars have previously focused on the external impact of marketing efforts in 
college athletics (e.g., Gladden, Irwin, & Sutton, 2001), little research has been done on the 
internal marketing orientation of collegiate sport properties and its respective impact on college 
sport. The purpose of this study is to determine the perceptions of internal marketing in college 
athletics and to examine if those perceptions have an effect on the level of organizational 
commitment among departmental employees.  Survey methodology collected information from 
248 athletic department administrators at NCAA FBS and FCS institutions.  Results indicate that 
internal marketing orientation strongly influenced affective commitment to the organization.  
Further, internal marketing was found to fully mediate the relationship of job function and 
affective commitment.  Finally, theorized moderators of job type, level of competition and gender 
were not statistically significant.  The results support the assertion that an internal marketing 
orientation can be effectively implemented to foster the development of affective commitment to 
the organization. 

 

Introduction 
 
               ntercollegiate athletic programs continue to face increased pressure to be self-
supporting.  Yet escalating costs and competitive pressures left only 14 NCAA member athletic 
departments self-supported in 2009.  In fact, over $1.8 billion in subsidies from university 
general funds and student fees supported the remaining programs (Upton, Gillum, & Berkowitz, 
2010).  These institutional subsidies are under substantial pressure at many institutions given the 
current economic environment. Athletic departments, therefore, are forced to focus on relevant 
business outcomes (i.e., revenue generation, financial standing, etc.) to sustain themselves. 
Employing antecedent business processes or concepts, many adopted from corporate-
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management theory and practice, may be central to the achievement of the athletic department’s 
business objectives.  For example, market orientation (e.g., Jaworski & Kohli, 1993) has been 
linked to positive business performance. Market orientation also leads to increased employee 
commitment to the organization (Kohli & Jaworski, 1990); in turn, organizational commitment 
reduces turnover and increases employee performance (Meyer & Allen, 1991; Turner & 
Chelladurai, 2005), both enhancing organizational outcomes. Yet, little research has examined 
the formation and diffusion of these business practices across an organization (Lam, Kraus, & 
Ahearne, 2010; Wieseke, Ahearne, Lam & van Dick, 2009).  We investigate internal marketing 
(e.g., Joseph, 1996) as one potential mechanism for developing commitment in intercollegiate 
athletics. 
     Service employees are central to building and maintaining a strong connection between an 
athletic department and its fans.  Organizational goals focusing on consumer connection, or more 
specifically the customer satisfaction, serve as the foundation of marketing orientation within an 
organization (Shank, 2009). Department employees are extensions of intercollegiate athletic 
departments and brands.  To effectively communicate organizational core values and brand 
image to consumers, employees themselves must be fully invested in and understand the values 
and image desired by the organization (Judson, Gorchels, & Aurand, 2006).  In other words, to 
successfully implement an external market orientation, employees must be considered customers 
and the targets of an internal market orientation (e.g., Lings & Greenley, 2005). Internal 
marketing orientation results in several benefits for the organization, including increased 
organizational commitment (Caruana & Calleya, 1998) and service quality (Joseph, 1996). If 
organizational commitment increases, employee retention rates of the athletic department should 
improve, and employee performance should increase, two desirable outcomes for athletic 
departments seeking strong business performance. Therefore, the purpose of this study is to 
determine the perceptions of internal marketing orientation in college athletics and to examine if 
internal marketing has an effect on the level of organizational commitment.  
 

Internal Marketing 
 

Market Orientation 

 Since the early 1990s, researchers (e.g., Jaworski & Kohli, 1993) have discussed the 
relationship that market orientation has on business performance. Defining market orientation as 
consistency between an organization’s actions and its marketing strategy, Kohli and Jaworski 
(1990) found that market orientation positively influenced employee organizational commitment 
and business performance. Similar positive outcomes of market orientation have been identified 
in higher education (Caruana, Ramaseshan, & Ewing, 1998). In their survey of academic 
officials at universities in Australia and New Zealand, Caruana et al. found that universities with 
higher market orientation had a stronger ability to attract non-government funding support. To 
date, market orientation research has traditionally focused on external, customer-oriented 
outcomes. 
     A more recent line of research has focused on consequences of internal market orientation. 
Lings (2004) described internal market orientation (IMO) as a process of “identifying and 
satisfying the wants and needs of employees as a prerequisite to satisfying the wants and needs 
of customers,” (p. 408). In this sense, an internal market orientation treats employees in the same 
manner that an external market orientation treats the customer base. In fact, Lings argued that a 
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successful external marketing orientation was very dependent on a strong internal market 
orientation.  Internal benefits associated with strong internal market orientation included higher 
employee satisfaction and commitment, while external benefits included external market 
orientation and profit. 
 
Internal Marketing and the Service Industry  
 
     Joseph (1996) defined internal marketing as “the application of marketing, human resource 
management, and allied theories, techniques and principles to motivate, mobilize, co-opt, and 
manage employees at all levels of the organization to continuously improve the way they serve 
external customers and each other” (p. 55). Bennett and Barkensjo (2005) identified core 
elements of internal marketing, including frequent and consistent internal communications, 
employee training and development, team-work, well defined organizational structure, employee 
recognition and empowerment. It is important to note that internal marketing is not strictly 
concerned with the front-line employees who serve in customer-contact roles. Instead, the idea 
that every employee in an organization serves in some function of marketing and customer 
contact is integral to the success of an organization. George (1990) asserted that internal 
marketing is a holistic process that involves cooperation from formal leadership, marketing 
employees and customer-contact employees.  Furthermore, George contended that internal 
marketing is an important process for organizational managers and the idea of a service mentality 
should be marketed internally to employees on all levels. Foreman and Money (1995) agreed, 
conceptualizing that organizations are best able to reap the benefits of internal marketing, 
including employee recruitment and retention, when the organization is treated as both market 
and marketer.  In other words, every employee in the organization may serve as both a sender 
and target of internal marketing communication.  Three constructs are used to measure this 
organizational orientation to internal marketing: development, rewards and vision. Vision is the 
process of giving employees organizational values, purpose and direction to believe in; 
development deals with the process of training and enhancing employees’ skills and abilities; 
and reward is concerned with recognizing and valuing employee performance (Money & 
Foreman, 1996). 
     The role that internal marketing plays in a service-oriented industry may be particularly 
important in intercollegiate athletics.  Ross (2006) asserted that sports are more consistent with a 
services brand equity model than a traditional product-based model.  No available work, 
however, has examined the role of internal marketing in sport as a service industry. Instead, the 
research on internal marketing has been primarily focused in the field of organizational and 
business research (Foreman & Money, 1995; Mahnert & Torres, 2007). Still, relevant research 
has been conducted in the sport context. While not directly examining internal marketing 
orientation, Judson, Gorchels and Aurand (2006) conducted a study of internal branding efforts 
within intercollegiate athletics. The authors surveyed more than 150 head and assistant coaches 
in football and men’s and women’s basketball at NCAA Division I institutions to gauge their 
perspectives on the internal branding efforts of the university in general and how that knowledge 
impacted their various duties (e.g., coaching, recruiting and fundraising). Judson et al. found that 
internal branding efforts were clearly communicated within athletic departments and universities 
in general, but coaches in private institutions had a better understanding of the specific brand 
values of their respective universities. Additionally, coaches from major athletic programs 
reported stronger awareness of internal branding and brand clarity than coaches at mid-major 
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athletic programs.  Therefore, it stands to reason that internal marketing efforts will follow a 
similar pattern. If so, the type of school and level of athletic competition may both be important 
factors in implementing internal marketing orientation.     
      Job type (i.e., functional responsibilities) and job level (e.g., senior administrator, mid-level 
manager, and front-line employee) may also be important factors in the implementation and 
success of internal marketing efforts.  Bennett and Barkensjo (2005) studied the influences of 
job-related attributes on the success of internal marketing.  Autonomy, teamwork and 
supervisory support were all hypothesized job-related attributes influencing internal marketing 
outcomes.  As different job types reflect different amounts of autonomy, teamwork and 
supervisory support, we expect that the outcomes of internal marketing may differ by type and 
level of job (e.g., athletic director versus ticket coordinator versus athlete support services). 
According to George (1990), all employees should be targeted in developing internal marketing 
orientation.  Still, we expect the intensity of internal marketing to focus on those employees with 
direct customer service contact.  In turn, we expect service-contact employees to be more 
sensitive to the implementation of internal marketing.  In an athletic department context, those 
employees with external job functions (e.g., fundraising, ticket selling, etc.) will be more 
strongly influenced by internal marketing orientation than those employees with internal job 
functions (e.g., student-athlete support).   
     Job-level may also be an important variable affecting internal marketing orientation. Kilburn 
(2009) found that upper management commitment dictated the effectiveness of internal 
marketing.  For intercollegiate athletic departments, this means athletic directors and other senior 
administration must demonstrate their commitment to internal marketing if it is to be successful.  
Presumably, these senior employees’ perceptions of internal marketing will guide their 
implementation of internal marketing orientation.  Implementation, in turn, will affect the front 
line service employees charged with communicating external market orientation to the fan base. 
 
The Influence of Internal Marketing on Organizational Commitment 
 
     Organizational commitment has been defined as the relative strength of an individual 
employee’s identification with and overall involvement in their respective organization (Porter, 
Steers, Mowday & Boulian, 1974).  Meyer and Allen (1991) introduced a three-component 
model of organizational commitment. The authors proposed and later validated (Meyer, Allen & 
Smith, 1993) that organizational commitment is comprised of three main factors: affective 
commitment, perceived costs (continuance commitment), and obligation (normative 
commitment).  Allen and Meyer (1990) explained the three facets of organizational commitment 
this way: “Employees with strong affective commitment remain because they want to, those with 
strong continuance commitment because they need to, and those with strong normative 
commitment because they feel they ought to,” (p. 3). In other words, affective commitment is 
based on the employee’s inherent desire to remain with a company. Continuance commitment 
stems from either a lack of alternatives or difficulties that come with the employee changing 
jobs. Normative commitment differs from the previous two, in that commitment of this nature 
comes from an employee remaining with a company out of some type of obligation. Of the three, 
affective commitment is the most likely target for internal marketing.  Unlike normative and 
continuance commitment, which may be more strongly influenced by factors external to the 
organization (e.g., economy, family concerns), affective commitment is largely rooted in the 
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employee’s relationship to the organization.  Thus, we choose to focus on the ability of internal 
marketing to influence affective commitment.   
     Mowday, Steers and Porter (1979) suggested that affective commitment is comprised of four 
general categories: personal characteristics, structural characteristics, job-related characteristics 
and work experiences. Personal characteristics leading to affective commitment consist of 
demographic constructs such as age, job tenure, sex and education. Job tenure has been shown to 
have a positive influence on organizational commitment, but the relationship with affective 
commitment specifically is unclear (Mathieu & Zajac, 1990).  Finally, “commitment develops as 
the result of [work] experiences that satisfy employees’ needs and/or are compatible with their 
values (Mowday, Steers, & Porter, 1979, p. 70). Work experience, at least partially, can be 
managed or influenced through internal marketing. 
     Chelladurai (1999) suggested that organizational commitment should be a concern for sport 
managers because of the relationship between committed workers and the attainment of 
organizational goals.  Kent and Chelladurai (2001) found that transformational leadership and 
leadership exchange were significantly correlated with both affective and normative commitment 
levels of subordinate athletic department employees. Turner and Chelladurai (2005) linked 
organizational commitment to coaches’ intentions to leave at NCAA Division I institutions, a 
finding that is consistent with results in other fields of research (Meyer & Allen, 1991).  
Organizational commitment also was found to have a significant, albeit small, impact on the 
performance of these coaches – a finding that is more important when taken into the context of 
intercollegiate athletics (Turner & Chelladurai, 2005). Other research has examined 
organizational commitment as it relates to diversity (Cunningham & Sagas, 2004) and 
commitment levels of athletic trainers (Winterstein, 1998).   Clearly, these studies evidence the 
important benefits of strong organizational commitment in intercollegiate athletic departments.  
Still, each of the above mentioned studies researched primarily the consequences of 
organizational commitment, rather than the internal strategies for developing or enhancing 
commitment.  The current study seeks to understand how intercollegiate athletic departments 
may strengthen organizational commitment through internal marketing. 
     Caruana, Ramaseshan and Ewing (1997) found stronger organizational commitment levels in 
more market oriented organizations. When more emphasis was placed on market orientation, 
specifically on organizational responsiveness, Australian state government officials reported 
stronger levels of affective commitment.  Subsequently, Caruana and Calleya (1998) found that 
internal marketing more strongly influenced affective commitment than either continuance or 
normative commitment. While their study was completed in the financial industry, Caruana and 
Calleya contended that the relationship between internal marketing and organizational 
commitment should be robust across industries. In fact, two studies in the nursing industry found 
support for the positive relationship between internal marketing and organization commitment 
(Chang & Chang, 2007; 2009), and internal marketing has been connected to volunteer 
commitment in the non-profit sector (Bennett & Barkensjo, 2005).  
 
Research Questions and Hypotheses 
 
     Internal marketing orientation has been linked to increased organizational commitment in 
several industries.  However, no study has examined the use of internal marketing strategies to 
increase commitment in the unique context of sport.  The high rate of employee turnover, both 
voluntary and involuntary in intercollegiate athletics provides a unique context in which to test 
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the boundaries of the internal marketing-organizational commitment relationship.  To that end, 
we propose the following research question and subsequent hypotheses. 
 
Research Question: Does internal marketing orientation positively contribute to the development 
of organizational commitment among intercollegiate athletics department employees? 

 
H1: Employee perceptions of internal market orientation positively associate with the 
affective commitment of intercollegiate athletic personnel (Bennett & Barkensjo, 2005; 
Caruana & Calleya, 1998; Chang & Chang, 2007; Chang & Chang, 2009). 
 
H2: Perceptions of internal market orientation mediate the influence of job function on 
affective commitment (Bennett & Barkensjo, 2005). 
 
H3:  Job type, level of competition, and gender moderate the influence of internal 
marketing perceptions on affective commitment (Bennett & Barkensjo, 2005; Bernardi & 
Guptil, 2008; Judson et al., 2006; Kilburn, 2009). Specifically, customer-contact and 
external function employees, employees of NCAA Division I FBS schools, and female 
employees will demonstrate a stronger affective commitment response to their 
perceptions of internal marketing. 
 

     The ability of athletic departments to develop a better understanding of how organizational 
commitment levels are influenced by internal marketing will add value to the organization 
regarding meeting the needs and wants of the employees, which should – in turn – lead to 
positive business outcomes.  
 

Methodology 
Sample and Data Collection 
 
     Previous literature concerning internal marketing (e.g., Foreman & Money, 1995) and 
organizational commitment (Caruana, Ramaseshan, & Ewing, 1997) has focused on both the 
managerial level and customer-contact level of businesses. Additionally, researchers (e.g., 
George, 1990) have suggested that support members of customer-oriented organizations also 
play a role in internal marketing. As such, the selected population of this research study included 
full-time personnel in the management, customer-contact, and support levels of intercollegiate 
athletic departments across NCAA Division I schools. Management-level personnel consisted of 
athletic directors, associate and assistant athletic directors, senior woman administrators, and 
directors of various other externally-oriented departments within an intercollegiate athletic 
program (i.e., marketing, fundraising, ticket sales, etc.). Customer-contact level personnel in 
athletic departments included ticketing office personnel, development staff, and marketing staff. 
For comparison, the sample also included staff members of both the internal function (business 
operations, compliance, facilities, etc.), as well as those in departments primarily suited for 
student-athlete development (coaching staffs, athletic trainers, academic counselors).  The 
convenience sample was taken from the applicable personnel from selected institutions 
nationally, 64 institutions overall, that range in size of university, athletic department, and 
market locations. Participants were exposed to an online survey gauging their respective internal 
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marketing perceptions and affective commitment scores, while also collecting pertinent 
demographic information. 
     E-mail addresses for the applicable participants were collected by visiting the corresponding 
staff directories on each athletic institution’s respective athletic web site. Additional sources for 
contact were compiled through various athletic department personnel who came across the 
survey link via through forwarded e-mails and listservs.  
 
Survey Instrument 
 
     The survey instrument combined adapted versions of Money and Foreman’s (1996) 15-item, 
internal marketing scale and Allen and Meyer's (1990) eight-item Affective Commitment Scale 
(ACS).  Measures in all adapted scales consisted of seven-point, Likert-type items (with 
1=strongly disagree and 7=strongly agree).  Internal marketing items fall into one of three 
constructs including vision, development and reward. While internal marketing is composed of 
three constructs, previous research (Caruana & Calleya, 1998) suggests that all three 
significantly influence affective commitment. Thus, for the purposes of this study, internal 
marketing is examined as a summated scale. Sample questions on the current inventory include 
such items as “Our athletic department offers employees a vision that they can believe in” and 
“We place considerable emphasis in this athletic department on communicating with our 
employees.”  Money and Foreman (1996) reported high reliability alphas of 0.942 and 0.948 for 
the scale indicating its strong psychometric properties.  The organizational commitment 
component is measured as affective commitment.  Sample questions of affective commitment 
include: “I would be very happy to spend the rest of my career with this athletic department” and 
“I do not believe that a person must always be loyal to his or her athletic department (reverse 
coded)”.   The Allen and Meyer (1990) scale was validated by Meyer and Allen (1991), with the 
authors reporting reliability alphas of 0.74 to 0.89 for the Affective Commitment Scale.      
     In order to better understand how the constructs of internal marketing and organizational 
commitment interact in the intercollegiate athletic setting, there were also a variety of 
demographic items included on the inventory. These items measured pertinent information such 
as age and gender, as well as institutional information such as athletic competition level, 
organizational size, etc. Inclusion of each of these demographic variables is consistent with 
previous research (Caruana & Calleya, 1998; Judson, Gorchels and Aurand, 2006).  
 
Data Analysis 
 
    Data analysis for the study consisted of three phases. Initial analysis of the descriptive data of 
the respondents was conducted to provide a clearer picture of the organizational commitment 
landscape in intercollegiate athletics. Second, validity and reliability of the survey instrument 
was conducted through confirmatory factor analysis, and by examining scale reliability. Validity 
of each scale was conducted through confirmatory factor analysis to determine the overall fit of 
the data. Five different goodness-of-fit indexes and the respective cutoff scores were examined, 
following the recommendations of Marsh and Hocevar (1985) and Hu and Bentler (1999). The 
selected goodness-of-fit indexes included: chi-square/degrees of freedom (χ2/df); normed fit 
index (NFI); the tucker-lewis index (TLI), criterion fit index (CFI) and the root-mean-square 
error of approximation (RMSEA). Chi-square/degrees of freedom values of less than 5.0 are 
considered acceptable fit (March & Hocevar, 1985). NFI, TLI and CGI values should all be .90 
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or greater, while acceptable RMSEA values are .06 or less (Hu & Bentler, 1999). Reliability was 
established through Cronbach’s alpha, with scores greater than .70 considered acceptable 
(Nunnally & Bernstein, 1994).   
     The third and final phase of data analysis consisted of inferential analysis to examine the 
hypotheses of the study. Multiple regression and ANOVA analyses were used to test Hypothesis 
1.  The mediation and moderation of the selected variables (Hypotheses 2 and 3) was tested 
following Baron and Kenny’s (1986) suggested guidelines. Mediation is found when the 
independent variable (job function) significantly influences both the mediating variable (internal 
marketing) and the dependent variable (affective commitment). Additionally, the mediating 
variable should significantly affect the dependent variable. Once all of these have been shown to 
be significant, the effect of the independent variable on the dependent variable must be lower, 
when the mediating variable is introduced into the equation. If the independent variable’s effect 
is no longer significant, then mediation is present.  In order to determine if moderation of the 
variables was present, a series of regressions were conducted using the independent and 
moderating variables, as well as the interaction between the two, as outlined by Baron and 
Kenny (1986). These regressions were conducted for each of the moderating variables in 
question (job function, NCAA level of competition and gender). All statistical analyses were 
performed using the SPSS 17.0 software package.   

 
Results 

 
     The results of the current study are presented into three sections. First, the demographics of 
the participants of the study are presented, along with the preliminary findings of internal 
marketing perceptions and affective commitment. Second, validity and reliability of the scales 
used are presented. Third, the results of the main hypotheses analysis of the study are presented.  
 
Participants 
 
     The data for this study were collected from 248 individuals employed in various levels of 
NCAA Division I athletics. All but three respondents from the sample provided their respective 
gender with a total of 156 being male (63.7 %), and 89 being female (36.3 %). For job function, 
the majority of respondents fall into the student-athlete development function (n = 80, 32.5 %), 
while the internal function (n = 62) and external functions (n = 57) account for 25.2 and 23.2 %, 
respectively. In all, 47 respondents (19.1 %) fall into the administration function. For the self-
reported level of NCAA competition, the majority of respondents (n = 135, 54.4 %) hail from 
Division I (Major) universities, while 79 (31.9 %) were from Division I (Mid-Major) 
universities. A total of 34 respondents (13.7 %) were from Division I-AA institutions. A more 
complete tally of the various demographic characteristics of the respondents is included in Table 
1.  
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Table 1 – Demographic Characteristics of Participants 
 

Characteristic n % 
Gender   
     Male 156 63.7 
     Female 89 36.3 
 
Leadership   
     Senior Leadership 87 35.2 
     Management Level 45 18.2 
     Other 115 46.6 
Job Function   
     Administration 47 19.1 
     External Relations 57 23.2 
     Internal Relations 62 25.2 
     Student-Athlete Development 80 32.5 
Organizational Tenure   
     0-5 years 166 66.9 
     6-10 years 43 17.3 
     11-15 years 19 7.7 
     16+ years 20 8.1 
Years in College Athletics   
     0-5 years 89 36 
     6-10 years 73 29.6 
     11-15 years 43 17.4 
     16+ years 42 17 
Number of Institutions Worked   
     1-2 171 70.1 
     3-5 70 28.7 
     6-8 3 1.2 
Level of NCAA Competition   
     Division I (Major) 135 54.4 
     Division I (Mid-Major) 79 31.9 
     Division I-AA 34 13.7 
BCS Conference   
     BCS 79 32.4 
     Non-BCS 80 32.8 
     Other 85 34.8 
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Internal Marketing and Organizational Commitment Levels among Respondents 
 
     Across various demographic variables, perceptions of internal marketing and affective 
commitment levels also were tabulated. When analyzed by gender, females reported higher mean 
scores on the summated scale of internal marketing orientation (73.70) and affective 
commitment (40.45). In terms of job function, the administration function reported the highest 
mean scores for internal marketing (78.66) and affective commitment (43.83), while respondents 
in the student-athlete development function reported the lowest mean scores for internal 
marketing (66.44) and affective commitment (37.36). 
     Respondents with less than five years of service reported the highest mean score on internal 
marketing, and those with 11-15 years or service reported the lowest mean score (64.40). 
Affective commitment levels were highest with those with 11-15 years of service and lowest for 
those with 16 or more years of service (39.74). A more detailed version of the mean scale scores 
of the respondents is included in Table 2. Finally, descriptive statistics for each scale item are 
reported in Tables 3 and 4. 
 
Table 2 - Internal Marketing and Affective Commitment Scores by Demographics 
 

 
IM 

 
ACS 

Characteristic M SD   M SD 
Gender 

          Male 70.34 19.72 
 

40.26 10.01 
     Female 73.70 18.26 

 
40.45 10.60 

Leadership 
          Senior Leadership 77.28 17.27 

 
43.67 8.86 

     Management Level 69.43 20.07 
 

38.74 11.85 
     Other 68.07 19.35 

 
38.34 9.78 

Job Function 
          Administration 78.66 18.64 

 
43.83 9.98 

     External Relations 70.85 16.47 
 

40.22 10.29 
     Internal Relations 73.90 19.68 

 
41.61 8.93 

     Student-Athlete Development 66.44 19.71 
 

37.36 10.58 
Organizational Tenure 

          0-5 years 73.20 18.16 
 

39.89 10.33 
     6-10 years 68.58 21.12 

 
41.05 10.29 

     11-15 years 64.40 23.78 
 

43.59 9.15 
     16+ years 71.47 19.39 

 
39.74 9.55 

Years in College Athletics 
          0-5 years 72.47 18.53 

 
39.98 9.44 

     6-10 years 67.23 20.24 
 

38.28 11.37 
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     11-15 years 75.08 19.39 
 

42.64 9.85 
     16+ years 75.92 15.17 

 
43.13 7.83 

Number of Institutions Worked 
          1-2 71.21 19.33 

 
40.70 9.76 

     3-5 73.43 17.79 
 

39.82 10.72 
     6-8 64.50 12.02 

 
40.00 8.19 

            

Note: IM = internal marketing scale (Money & Foreman); ACS = Affective 
Commitment Scale. 

 
 
Table 3 - Descriptive Statistics and Factor Loadings for Internal Marketing Scale 

Internal Marketing Scale M SD   
Vision 

   Q10. Our athletic department offers employees a vision that 
they can believe in. 5.63 1.43 0.91 
Q11. We communicate our athletic department’s vision well 
to employees. 5.27 1.54 0.89 
Development 

   Q12. We prepare our employees to perform well. 5.28 1.41 0.83 
Q13. Our athletic department views the development of 
knowledge and skills in employees as an investment rather 
than a cost. 5.08 1.69 0.83 
Q14. Skill and knowledge development of employees 
happens as an ongoing process in our athletic department. 5.08 1.59 0.82 
Q15. We teach our employees “why they should do things” 
and not just “how they should do things”. 5.05 1.52 0.84 
Q16. In our athletic department, we go beyond training and 
educate employees as well. 4.63 1.59 0.85 
Q22. In this athletic department, the employees are properly 
trained to perform their customer service roles. 4.44 1.55 0.76 
Q23. This athletic department has the flexibility to 
accommodate the differing needs of employees. 5.03 1.56 0.68 
Q24. We place considerable emphasis in this athletic 
department on communicating with our employees. 4.81 1.83 0.76 
Reward 

   Q17. Our performance measurement and reward systems 
encourage employees to work together. 4.27 1.70 0.87 
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Q18. We measure and reward employee performance that 
contributes most to our athletic department’s vision. 4.05 1.75 0.86 
Q19. We use data we gather from employees to improve their 
jobs, and to develop the strategy of the athletic department. 3.97 1.72 0.84 
Q20. Our athletic department communicates to employees the 
importance of their customer service roles. 5.39 1.64 0.69 
Q21. In our athletic department, those employees who 
provide excellent customer service are rewarded for their 
efforts. 4.03 1.66 0.81 
        

 
 
Table 4 - Descriptive Statistics for and Factor Loadings Affective Commitment Scale 

    
Affective Commitment Scale M SD   

Q25. I would be very happy to spend the rest of my career with this 
athletic department. 5.17 1.91 0.75 
Q26. I enjoy discussing my athletic department with people outside of 
it. 5.69 1.50 0.73 
Q27. I really feel as if this athletic department’s problems are my own. 4.82 1.80 0.5 
Q28. I think that I could easily become as attached to another athletic 
department as I am to this one. (R) 3.24 1.75 0.31 
Q29. I do not feel like “part of the family” at my athletic department. 
(R) 5.19 1.83 0.85 
Q30. I do not feel “emotionally attached” to this athletic department. 
(R) 5.33 1.84 0.83 
Q31. This athletic department has a great deal of personal meaning for 
me. 5.49 1.64 0.67 
Q32. I do not feel a strong sense of belonging to my athletic 
department. (R) 5.31 1.78 0.79 
   

         
Note: (R) – Indicates negatively worded items. 

    
Validity and Reliability Analysis 
 
     Prior to the main analysis of the study, validity and reliability analysis was performed on the 
internal marketing and affective commitment scales. Validity of each scale was conducted 
through confirmatory factor analysis to determine the overall fit of the data (See Table 5 for fit 
statistics). CFA on the internal marketing scale resulted in a good fit, with four of the indexes 
surpassing the cutoff values (NFI = 0.90, TLI = .091, CFI = .92, chi-square/degrees of freedom 
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ratio =3.77, p < .001). The root-mean-square error of approximation (RMSEA = 0.11) indicated 
moderate fit. CFA on the affective commitment scale also indicated acceptable fit, with three of 
the indexes surpassing the acceptable cutoff values (NFI = 0.91, CFI = .92, chi-square/degrees of 
freedom ration =4.62, p < .001) while the Tucker-Lewis index nearly made the .90 cutoff with a 
value of 0.89. Again, the root mean-square error of approximation (RMSEA = 0.12) suggested 
acceptable, though marginal, fit.  As a further test of validity, known-group differences were 
examined. Affective commitment scores of the sample were slightly higher for females than 
males, which is supported by previous research in intercollegiate athletics (Turner & Chelladurai, 
2005).  
  Reliability was assessed with Cronbach’s alpha. Acceptable reliability values of greater than .80 
were reported for both the internal marketing scale (α = .958) and the affective commitment 
scale (α = .872). Collectively, the CFAs indicated the scales were suitable for further analysis. 
 
Table 5 - Goodness-of-Fit Indices of Selected Models (N = 248) 
 

Model Df χ2 χ2/df NFI TLI CFI RMSEA 

Internal Marketing Scale 87.00 327.68 3.77*** 0.90 0.91 0.92 0.11 
Affective Commitment 
Scale 20.00 92.31 4.62*** 0.91 0.89 0.92 0.12 
                

Note: NFI = normed fit index; TLI = tucker-lewis index; CFI = criterion fit index; RMSEA = 
root-mean-square error of approximation.  
***p < .001.        
 
Hypotheses Testing 
 
     In testing the aforementioned hypotheses, results suggest that internal marketing perception 
significantly influences affective commitment (p < .001) among the selected sample, thus 
supporting H1. Regression analysis indicates that internal marketing explains 36% of the 
variance in affective commitment (F (1,246) = 140.03, p = .000). 
    With respect to hypothesis two, internal marketing perception was found to mediate the 
influence that job function has on affective commitment, supporting H2. Following Baron and 
Kenny (1986), the first regression indicated a significant influence of job function on internal 
marketing perceptions.  The second equation, also significant, regressed job function on affective 
commitment.  Thus, the independent variable of interest, job function, significantly influenced 
both the mediating variable (internal marketing) and the dependent variable (affective 
commitment).  In the third equation, both internal marketing perception and job function were 
regressed on affective commitment. The effect of internal marketing orientation was statistically 
significant while the influence of job function was not. When in the third equation the 
independent variable loses significance, and the mediating variable does not, mediation is 
present.  Thus, in this case, internal marketing orientation was found to mediate the relationship 
between job type and affective commitment. A summary of the mediation regressions is 
available in Table 6.  
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Table 6 - Summary of Regression Analyses for Mediation 

Step Dependent Variable Independent Variable(s) B SEB β 
1 Internal Marketing Job Function 3.36 1.08 0.20* 
2 Affective Commitment Job Function 1.86 0.57 0.20* 
3 Affective Commitment Internal Marketing 0.31 0.03 0.59* 

    Job Function 0.81 0.47 0.09 
Note: * denotes significance at the p < .05 level.  

    
 While the first two hypotheses were supported, the selected variables of job function, 
level of competition, and gender did not moderate the internal marketing/affective commitment 
relationship, thus rejecting H3. However, we followed the moderation analysis with some post 
hoc analyses testing for group differences.  Several interesting results were found that may help 
guide future research.  While job function did not moderate the relationship between internal 
marketing perceptions and affective commitment, job function was an important influence on 
both variables (See Table 7).  In particular, senior leadership scored higher on both variables, 
seemingly indicating the upper management commitment to internal marketing necessary for 
success (Kilburn, 2009).  On the other hand, those employees working in a student athlete 
support function have both lower perceptions of internal marketing and lower levels of affective 
commitment than their administrative counterparts.  Post hoc tests on gender and level of 
competition did not reveal any important differences. 
 
Table 7 - Job Type Post Hoc Analyses 

Dependent Variable Job Function   Comparison Job Mean Difference(sig.) 
Internal Marketing Student Athlete Support Administration -11.80(.001) 
       External  -4.79 (.144) 
       Internal  -6.75 (.035) 
 
   Administration  External  7.00 (.061) 
       Internal  5.04 (.168) 
       Athlete Support 11.80(.001) 
 
Aff. Commitment Student Athlete Support Administration -6.51(.000) 
       External  -2.85 (.101) 
       Internal  -4.02 (.018) 
 
   Administration  External  3.65 (.065) 
       Internal  2.49 (.199) 
       Athlete Support 6.51(.000) 
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Discussion 
 

 Organizational commitment has been widely studied, including in the sport context 
(Chelladurai, 1999; Kent & Chelladurai, 2001; Turner & Chelladurai, 2005).  Scholars (e.g., 
Turner & Chelladurai, 2005) agree that organizational commitment is an important construct that 
affects business outcomes.  For example, organizational commitment has been linked to reduced 
staff turnover, increased sales performance, and improved market orientation (Turner & 
Chelladurai, 2005; Wiseke, Ahearne, Lam & van Dick, 2009; Lam, Kraus, & Ahearne, 2010).  
Internal marketing orientation offers one potential strategy for developing and strengthening 
commitment, in particular, affective commitment to the organization.  This study was designed 
to examine the potential influence of employee perceptions of internal marketing orientation on 
affective commitment.  We found that employee perceptions of internal marketing within 
intercollegiate athletic departments were significantly associated with affective commitment 
levels.  Employees with positive perceptions of the internal marketing at their institution reported 
higher levels of affective commitment.  While further research is needed to explore the causal 
nature of the relationship, and to compare the relative performance of different internal 
marketing practices, the current results suggest that athletic departments would benefit from 
strengthened internal market orientation.  Subsequent increases in affective commitment may 
lead to positive business results through decreased turnover and improved employee 
performance. 
      Previous research has documented a relationship between job function and organizational 
commitment (e.g., Bennett & Barsjenko, 2005).  This study extended that work by testing a 
mediation model including internal marketing perceptions.  Our results demonstrated the 
mediation of the job function- affective commitment relationship through internal marketing.  
This is the first research to identify at least one of the mechanisms through which job function 
connects to commitment.  Athletic administrators can leverage this finding to effectively 
implement internal marketing appropriate to different job types  While job functions within an 
athletic department may be relatively fixed (i.e., certain job functions must be filled), internal 
marketing may need to be  designed and implemented with greater flexibility toward specific job 
functions.  For example, different internal marketing activities may be more relevant for 
customer-contact employees than non-contact employees.  We explore this further below in 
discussing the results of moderation tests. 
     Post hoc analyses indicated important differences in both internal marketing perceptions and 
affective commitment between different job types.  However, unlike Bennett and Barsjenko 
(2005), job type did not have a significant moderating role.  Across all job jobs included in this 
study, higher levels of affective commitment were associated with positive internal marketing 
perceptions.  Still, the differences across job types have important implications for intercollegiate 
athletic departments.  Not surprisingly, upper level athletic department administrators reported 
the highest perceptions of internal marketing.  Strong leadership commitment to internal 
marketing is a key success factor to implementation (Kilburn, 2009).  Leaders with strong 
commitment to the organization typically are well aligned with the goals and values of the 
organization.  Thus, they are in a good position to communicate those goals and values to lower 
level employees (Wiseke, et al., 2009).  In a formal setting, this transfer may occur through 
supervisory levels, though informal networks can also be important to the transfer of internal 
marketing messages (Lam, Krause, & Ahearne, 2010).  For an athletic department, a strong 
athletic director or senior leader must champion the internal marketing effort. 
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     At the other end of the spectrum in this study were student athlete support function 
employees.  These employees scored the lowest on both affective commitment and internal 
marketing perceptions.  Given the positive performance and tenure outcomes associated with 
higher commitment, it behooves athletic department administrators to take action to increase 
both scores among this group of employees.  There are several plausible explanations for the 
lower scores.  First, many authors (e.g., Barry & Parasuraman, 1991, Greene, Walls, & Schrest, 
1994), and practitioners, have defined or focused internal marketing on boundary-spanning or 
customer-service employees.  It is possible that athletic departments have not employed internal 
marketing strategies as heavily with athlete support function employees who are unlikely to have 
regular customer contact.  However, more recent conceptualizations of internal marketing 
suggest that internal marketing must extend throughout the organization to reinforce core values 
or identity, as well as a market orientation, across all levels of the organization (George, 1990; 
Wiseke, et al., 2009).  If this is the cause of the low affective commitment and internal 
perception scores identified in this study, senior athletic administrators may benefit by extending 
internal marketing efforts to include all job types.  A second potential explanation for athlete 
support function employees’ low scores is employing an inappropriate structure for 
communicating internal marketing messages to this group.  Envoys, defined as important work-
group members outside direct supervisory lines, may be important to the successful 
implementation of internal marketing (Lam, Kraus, & Ahearne, 2010).  Typically work-group 
members, envoys may complement more formal, structural lines of communication.  It may be 
important for senior administrators to identify informal, as well as formal channels, for the 
implementation of internal marketing.  This may be challenging, however.  Wiseke, et al. (2009) 
identified an important role for the length of relationship in manager-employee dyads relative to 
internal marketing effectiveness.  Internal marketing was more effective for relationships with 
longer tenures.  If the same holds true for envoys, the length of the relationship between envoy 
and employee will be an important consideration.  Given the high turnover and short tenures of 
the student-athlete support function employees included in this study (nearly 70% of student-
athlete support function employees included in this study have tenures of less than 5 years), it 
may be difficult for long lasting envoy-type relationships to form.  Nevertheless, if internal 
marketing efforts are not producing desired results with non-customer contact employees, 
athletic department administrators may need to engage informal networks to effectively transmit 
organizational values, brand image and organizational identity. Future research will be necessary 
to understand the specific transfer mechanisms and barriers at play in internal marketing 
effectiveness across different job types.  Still, these overall results of this study support the 
assertions of internal marketing robustness put forth by Calleya (1998).  Internal marketing 
appears to be associated with affective commitment levels across all employees in the athletic 
departments included in this study. 
      Obviously this study is limited by the sample of individuals and schools participating in 
the research.  Additionally, while internal marketing focuses on the three constructs of vision, 
reward, and development, this study was limited in that only an overall view of internal 
marketing influence was examined. Nevertheless, the results are an important addition to the 
literature and set a foundation for the continued exploration of internal marketing and 
organizational commitment in intercollegiate athletics.  Future research should continue to 
explore the effectiveness of different types of internal marketing campaigns with respect to 
important employee outcomes, including employee retention, job satisfaction and brand buy-in, 
as well as the organizational benefits associated with those campaigns (e.g., financial 
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performance, growth, etc.).  Future examinations of internal marketing should also be broken 
down even further, assessing the impact that vision, reward and development each have on 
relevant outcomes within college athletic organizations. Outcomes such as increased donations, 
season tickets sales and renewals, and other forms of institutional support should all be 
examined.  Further, the structure of internal marketing campaigns, using both formal and 
informal channels, need to be examined. Finally, while the internal marketing and affective 
commitment scales employed for this study had adequate psychometric properties, neither met 
standards of fit on all criteria.  Modifications and subsequent scale testing are appropriate to 
develop scales appropriate for use in the intercollegiate athletics context. 
     The benefits of employee organizational commitment are well documented.  This paper has 
provided an initial examination of one strategic mechanism, internal marketing, that may be used 
to foster affective commitment.  Athletic department administrators stand to achieve positive 
internal and external business results from adopting internal market orientation. 
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