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Abstract

Hospitality industry in Nigeria suffers from more economic functions
compared to its peer industries. The concern of the service personnel to
see internal marketing improved through a systematic application of
management principles and techniques is not new in Nigeria, as
manifested in poor service delivery as the de facto justification. Therefore,
this study was an attempt to investigate internal customer motivation in
the hospitality industry in Nigeria, with the aim of identifying ways of
improving customer satisfaction in the hospitality and tourism industry in
Nigeria. The investigation focused on how the unified pay structure,
compensation and prospect of promotion affect hospitality services in
Nigeria. The study covered the twelve top hotels in Nigeria. The sample
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size of 300 personne was determined using the confidence interval
approach. Frequency counts and cross tabul ation were used to analyze the
data. The findings indicate that fair and adequate compensation, prospect
for more responsibilities and promotions are the needed internal
marketing variables for staff to improve their work performance for
customer satisfaction. Managers should, therefore, convince the service
personnel that the rewards for better performance are worth the extra
effort to improve customer services.

Introduction

Internal marketing refers to the use of marketimgrgation within an
organization. According to Jap (2001), every eme&yteam, or
department in an organization is simultaneously@pber and a customer
of service and products. An employee obtains aicem@t a point in the
value chain and then provides a service to an@hgioyee further along
the value chain. If internal marketing is effectivevery employee will
both provide and receive exceptional service frowh @ other employees.
It also helps employees understand the significafdkeir roles and how
their roles relate to others. If implemented wdllcan also encourage
every employee to see the process in terms ofus@mer’s perception of
value added, and the organization’s strategic oms#n effective internal
marketing programme can be a prerequisite for ®&¥ecexternal
marketing efforts.

The hospitality industry consists of broad categufrjields within
the service industry that includes lodging, restats, event planning,
theme parks, transportation, cruise line, and audit fields within the
tourism industry. It is a several billion dolladunstry that mostly depends
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on the availability of leisure time and disposatame. A hospitality unit,
such as restaurant, hotel, or even an amusemdqtqaansists of multiple
groups, such as facility maintenance, direct opmrat (servers,
housekeepers, porters, kitchen workers, bartendscs), management,
marketing, and human resources. The hospitalitystrgg covers a wide
range of organizations offering food service andoammodation. It is
divided into sectors according to the skill-setguieed for the work
involved. Sectors include accommodation, food aedlebage, meeting
and events, gamings, entertainment and recredbansm services, and
visitor information.

Usage rate is an important variable for the hoBpjitadustry. Just
as a factory owner would wish to have his or hedpctive asset in use as
much as possible (as opposed to having to pay foasis while the
factory is not producing, so do restaurants, hptald theme parks seek to
maximize the number of customers they “process”viBwing various
industries, “barriers to entry” by newcomers andnpetitive advantages
between current players are very important.

Among other things, hospitality industry playensdfiadvantage in
old classics (location), initial and ongoing invasnht support (reflected in
the material upkeep of facilities and the luxurlesated therein), and
particular themes adopted by the marketing armhef drganization in
question (such as a restaurant called the 51defigitoup that has a ww?2
theme in music and other environmental aspects)y Weportant is also
the characteristics of the personnel working irectircontact with the
customers. The authenticity, professionalism, actdah concern for the
happiness and well-being of the customers thatcaramunicated by
successful organizations are a clear competitivartdge.
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Hospitality industry is a major employer. The inttysincludes
service sector work, like tourism and food servitesuffers from more
economic fluctuations compared to its peer indestriThe hospitality
industry is a major service sector in the world rempuy. The industry
encompasses an extensive variety of service indsstnat include food
service, tourism and hotels. Hospitality industrften suffers from
fluctuations within an economy every year. It ¢teEnempirically divided
into two parts: entertainment areas, like clubs ahdrs, and
accommodation.

Accommodation takes the form of public houses, ntssann,
compounds, hotels, hostels, serviced apartments,nastels. The clubs
and bars category include restaurants, fast foadd, nightclubs. The
hospitality industry also includes tourism suppootnmercial activities,
like airline cabin staff and travel agents. Trateghnology, like applied
information technology (IT) and its works in hogpity, travel and
tourism are included in the hospitality industrgy®anski and Henard,
2001).

A hotel, in Nigeria, is an establishment that resdedging in lieu
of payment. This lodging is usually given in excharfor a specified
predetermined amount of money. Modern hotel roomsec equipped
with climate control and attached bathrooms. Highad hotels offer
guests internet connectivity within rooms and aldwoughout the
premises. A combination of meals and accommodatomes as a
package in most hospitality establishments. Hatsdsusually managed by
professionally qualified personnel, while junior nkers usually maintain
them. Function, like cooking, is usually done byfpssionally trained
chiefs.
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In Nigeria, nightclubs are entertainment venuesereldancing is
accompanied by light snacks and drinking. Apartfreervice personnel,
like waiters and cooks, nightclubs employ disc gk (DJs) and stand-up
comedians as part of their varied attractions. -feasd restaurants now
form a major part of the hospitality industry ingdria. These restaurants
employ an optional number of personnel for provgdoustomer service.
Food may also be sold from kiosks.

Hospitality industry is characterized by a largemiver of
employees. Both white collar employees and bluacatorkers may find
gainful employment. Entry level jobs usually reguiro formal education.
Professionals in the hospitality sector are usuglilified with trade
certificates and college degrees. Many hospitalityools offer specialized
courses or study in one particular aspect of tdastry.

An analysis of the issues in hospitality industrNigeria indicates
that, overall, the main problems are maldistributiof personnel,
shortages or surpluses in one or more categoraes, yilization or low
productivity, unsatisfactory career structures prmmotion system. Most
of these problems have existed and persisted ihdbpitality industry in
Nigeria. The concern of the hospitality industrygmnnel to see personnel
managements improved through a systematic appgicabf sound
management principles. Techniques are not new geri, as manifested
in poor service delivery as tlie facto justification (Nweze, 2009).

But, it seems that the traditional focus of humasources for
hospitality industry in Nigeria has been on imprayplanning, education
and training; not enough attention appears to hmeen paid to internal
marketing and the personnel needs of the intemmstomers that were in
direct contact with customers. Improved housingtteloe working
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conditions and greater opportunities for promotiaand career
development can act as internal marketing for thermnal customer, and
can lead to improved external customer satisfadtidmospitality industry
in Nigeria.

In a competitive market place where businesses etemfor
customers, customer satisfaction is seen as a kKégrettiator and
increasingly has become a key element of busingasegy. Firms in
hospitality industry in Nigeria need to retain éxig customers while
targeting non-customers. Measuring customer satisfa provides an
indication of how successful the organization ispabviding product
and/or services to the market place. Customerfaetiisn is an abstract
concept and the actual manifestation of the statatisfaction and could
vary from person to person and from product/sertaic@roduct/service.
The state of satisfaction depends on a number tf psychological and
physical variables, which correlate with satisfastibehaviours, such as
return and recommend rate. The level of satisfactan also vary,
depending on other factors, such as other senaggénst which the
customer can compare the firm’s services.

Although no systematic study has been undertakestimate the
extent of the resources in the hospitality industriligeria, there is some
evidence that it is considerable (Odutola, 2009kven half of the waste
is due to poor service delivery of the workersy@uld be reasonable to
expect a substantial reduction when there is betternal marketing.
Therefore, this study was an attempt to investigaéeinternal customer
motivation in the hospitality industry in Nigeriayith the aim of
identifying ways of improving customer satisfactionthe hospitality and
tourism industry in Nigeria. The investigation feed on the analysis of
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how the unified pay structures, compensation amdgect of promotion
affects hospitality services in Nigeria.

The broad objective of the study was to analyzer#ationship
between internal marketing and hospitality servicéhe accomplishment
of improved customer satisfaction in hospitalitydaourism industry in
Nigeria. However, the specific objective was to lgp@ how the unified
pay structures, compensation and prospect for promoaffects
hospitality service in Nigeria. The major issuetthmorms the necessity
for and significance of this study was the needidentify effective
strategy for internal marketing for hospitality usdry personnel. The
findings would assist the hospitality managemem\iigeria to ensure that
manpower is not only adequately planned for andherh but also
skillfully managed, including the improvement ofeer development and
incentive schemes, to ensure improved customesfaetion.

Resear ch M ethod

The study covered the top twelve hotels in hogpptaidustry in Nigeria.

They include the Arewa Hotels, Eko Hotels, Ikejatéds, Nicon Hotels,

Presidential Hotels, Airport Hotels, Protea Hoteélxgncord Hotels and
others. The choice of these hotels was basedefath that they are the
market leaders in terms of customer patronage am ed the six geo-

political zones in Nigeria. They often show thagythput their staff and
customers at the centre of strategic decision ngaldoth secondary and
primary sources were used to gather information tbe study.

Questionnaire was the principal source of the prymdata; while

interview served as complementary. A miniaturel sigvey of the study
was carried out at Protea Hotels (Nike Lake Res&mugu, Nigeria, to
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test the validity, reliability, and practicality tfe research instruments and
operations.

The target population of the study was the worldosze of the
twelve selected hotels in Nigeria. The sample eizZ800 was determined
using the confidence internal approach. Frequermynts and cross-
tabulations were used to analyze the data. Theiémezy counts provided
the percentages, while the cross-tabulations assigt discover the
demographic data inference from the responses.e3abkere used to
arrange the facts and figures in series of boxedem#g of rows and
columns for quick comparison.

Findings and Discussion
Table 2.1 shows the effect of of unified pay stoueton workers’s input.

Table I: Effect of unified pay structure (uncondibnal rewards) on
workers’ input in the hospitality industry in Nigea

Impact of unified pay structure on | Number of Percentage of
workers output Respondents | Response
Negative effect 269 89.67%
Positive effect 31 10.33%

Total 300 100%

Source: Analysis of field data, 2011

Unified pay structure, otherwise termed uncondaiorewards (Vroom,
1964) used by many hotel managements in Nigerianisobstacle to
internal marketing in the hospitality industry.i# a job-related factor,
deemed to be generally frustrating the service wstk This method
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compensates every worker in the firm along the skmes whether he is
competent or incompetent at work (denial of oppaties for self-
actualization). What this seem to suggest is tlahes of the hotel
management in the hospitality industry in Nigeri@a ot use internal
marketing to improve their external customer satisbn. These firms
implement policies such as “promote all workergspective of ability
after a stipulated period”, place all graduatessipective of their value on
the same level”, “give all workers increments anlylia‘let the impatient
but capable service worker wait for his colleaguégjnore employee
short comings until a probe is set up after a chamg made in
management”. This shows that some firms in the itagyp industry
operate a horizontality system.

It is important to note that motivation of workeran suffer under
this system. Thus, by not being willing to apprajgerformance and
reward on the basis of a service worker contrilbytand by attempting to
be ‘fair’ to all workers, treating the productivecaunproductive alike, and
not punishing offending personnel, the firms aréuicing the much
decried bad attributes of their workers toward wdtkis, however, the
cardinal finding of this study that the major cao$¢he low motivation of
the service workers in the hospitality industrythiat the service staff does
not perceive his work effort to be decisively instrental in the attainment
of the reward of work. Instrumentality is therefahe missing link in the
internal marketing effort in the hospitality indoystlt is important for the
hotel and tourism managers to note that an ablacsestaff will not be
motivated if he does not perceived that there isnimate relationship
between his effort and his reward, and/or if hesdoet desire the reward
emanating from the effort in the firm.
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Analysis of Table 2.1 is convincing that the urdfigay structure in
the service industry negatively affects job perfante of the service
personnel in the industry. Vroom’'s expectancy tkie964) gave a
support to this finding, when it states that perfance can be thought of
as a multiplicative function of motivation and atyil i.e. P = F (M x A).
Motivation, in turn varies with the values or atigeness of outcomes
upon the performance of that task, and the instntiatiey of performance
for attaining the outcome. The major outcome Vrdd864) identifies are
money (salary), fringe benefits, promotion, suppertess behaviour (the
leadership style of the supervisor or boss — fasnehonesty,
conscientiousness, etc.), group acceptance (atitod other people
towards hard work) and the joy derived in doing thverk itself
(internalized motivation). This finding is simplyayng that internal
marketing depends not just on the outcome derivedthe service
personnel, but also on the instrumentality of effdrat is, the relationship
perceived by the worker between his and other ptesviefforts (hard
work, honesty, loyalty, putting one’s self lasthdathe desired outcomes
(promotion, praise, medal, salary increment, acdgaition in the firm).

Regarding the effects of these variables on intenaaketing, it is
observed that each of them has a direct relatipnshith internal
marketing. Holding other things constantly, theagee the ability of the
staff, the higher is internal marketing. In additidhe more attractive the
rewards of working, the more intimate the casudtienship between
effort and rewards; and the more adequate thesinéretural support, the
higher the internal marketing of the service pergbnThis means that all
the variables must be working effectively and pesly if the service
personnel in the service industry must be inteynaiarketed. In other
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words, great ability must be goaded on by attractewards, an intimate
casual relationship between effort and rewards,baotted up by adequate
infrastructural support if the service worker is lte motivated in the

service work.

On the other hand, an able service personnel inhtspitality
industry will not be motivated in the firm if he @® not perceive that there
Is an intimate relationship between his effort dmsl reward, and if he
does not desire the reward emanating from the tefbord if there is
adequate infrastructural support. It is theref@emajor finding of this
study that the main cause of poor customer servicthe hospitality
industry in Nigeria is poor internal marketing. $h$ the condition where
the service personnel does not perceive his wddktah the firm, to be
decisively instrumental in the attainment of thevaied of work.

Once more, take the reward of promotion for examgheits own,
an intense desire for promotion (a very importagvard) will not
internally motivate any service personnel to gneaffort in the firm. The
major determinant of his motivation is his geneedi experience in the
firm. He will ask questions like, “Did hard work satisfy customers in
this firm earned me promotion in the past?”, “Islikely to earn me
promotion in the future in this firm?”, “Have | bedearing from those
who are working in this firm that hard work to inope customer
satisfaction earns staff advancement?” If the anssvges, he will tend to
be internally motivated. If no, he will not be mated to improve
customer service. In internal motivation, as in ynather aspects of life,
experience is the best teacher. As Skinner (196)qunded in his theory
of operant conditioning, behaviour that is rewardeads to be repeated
while those that are not, tend to be extinguished.
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Table 2.2: Effect of fair and adequate compensation job performance
in the hospitality industry in Nigeria

Impact of fair and adequate Number of Percentage of
compensation on job performance respondents | respondents
To a great extent 198 66%

To somewhat extent 86 28.66%
Undecided 4 1.33%

To a little extent 11 3.66%

Not at all 1 0.33%

Total 300 100%

Source: Analysis of Field Data, 2011

Table Il of the study shows that service persorinethe hospitality
industry in Nigeria calls for fair and adequate pamsation, probably
because money is an instrument for gaining desorgdomes, and it is
also an anxiety reducer. The finding indicates thavay to supplement
this in the hospitality industry is to provide gofithge benefits, safety
measures and other factors that would give theiczergersonnel the
feeling that the hospitality firm is a good place work. All these are
within the embrace of Herzberg's hygiene facto86gl).

The service conditions under which the service grers| found
themselves in these firms influenced the commitmemt customer
satisfaction — to an appreciable level. Most servpersonnel in the
hospitality industry were not satisfied with thenddions and fringe
benefits, therefore their stay in the firms wereyvehort. The study
indicates that the moment these personnel reatizedthey were birds of
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passage in the firm, their commitment to improvaugtomer satisfaction
would begin to decline. The service conditionsthis study include

salary, fringe benefits, basic allowance, and adeanleave allowance and
free housing and medical schemes. But unfortunatetst of the service
personnel in this industry, are not satisfied with their salary and

service conditions.

At this juncture, a question could be asked, thestuming that
some of these anomalies are rectified over timeyldvahere be any
guarantee that the productivity of these persomaelld increase? It is not
necessary to jump into the answer yet, until thenewf the findings are
fully explored. The study also indicates that imy@@ service conditions
and benefits in this industry are just one sideth& issue, while the
willingness, the zeal and the ethics of hard work another. This
consideration arises by virtue of the fact that ynatudies have shown
that there is no positive correlation between gakard productivity, as
Herzberg, Mausner and Snyderman (1959) describeteynas a “factor,
which serves as a potential disaster if not preseappropriate amount,
but not serving as a potential satisfier or positivotivator”.

Table 2.2 shows that fair and adequate compensegiomffect job
performance of the service personnel in the hagygiiadustry in Nigeria
to a great extent. Uduji and Nnabuko (2008) attelihe customer service
problem facing firms in Nigeria to the wages andadte a restructuring
of the workers salary in order to utilize manpowgectively. Though that
the relative fall in productivity rate in the hotgity firms in Nigeria
cannot be fully attributed to unfair and inadequaimpensation only, the
study indicates that wages and incentives are fued#l in boosting
internal marketing in the industry. Whatever theeassity for and the
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difficulties of performance evaluation, the efftotencourage and reward
takes precedence over every other human resouegetopment effort.

Rewards granted to service personnel who exhiltéréist and
activity in improving customer service should beprgpriated when
compared with benefits granted those workers whamatoexhibit these
qualities. The human relation’s movement has athamced convincing
evidence about the influence of internal marketingn-monetary and
financial incentives) on service personnel motimatiA sound executive
compensation strategy requires the determinationarmf appropriate
compensation and incentive mix which will dependtbe labour force
characteristics and also, on the economic circumst in different
environment (Kotler, Bowen and Gremler, 2006).

It could be a Fallacious to assume that qualitpefformance in
the hospitality and tourism industry is the onlydstick for executive
compensation (internal marketing). Many other fetshould be taken
into account. The job itself has certain charasties that help to
determine the pay schedules. An executive commiemdahould have
some logical relationship to rewards offered toeahin the same
organization. That is, the compensation system ldhoeflect in some
ways a staff position in the hierarchy. Besideséhactors, still another
set of influences this time coming from the extérpart of the
environment, affects the level of executive compéos. Include here are
regional differences in the cost of living, incremee allowed or special
assignments, the market price of giving qualifizasi and experience, the
level of local taxation and the influence of higlsmess salaries on other
professions. In short, multiple criteria are appiate in all matters of
executive compensation (internal marketing). iimportant that the firm,
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which says it pays only for result, does not knotatvcould go wrong.
The motivation and incentive system strategy shaake these diverse
elements into account. (Walter, Walls and Schd€394).

Table 2.3: Effect of prospect for promotion on job performancein the
hospitality industry in Nigeria

Impact of prospect for promotion | Number of Percentage of
on job performance respondents | respondents
To a great extent 207 69%

To somewhat extent 43 14.33%
Undecided 8 2.66%

To a little extent 29 9.66%

Not at all 13 4.33%

Total 300 100%

Source: Analysis of Field Data, 2011

Table 2.3 shows that prospect of promotion is aporant internal
marketing factor that would give the service perarin the hospitality
and tourism industry the feeling that the firm igaod place to work in. it
is discovered in this study that the service parsbwill not be motivated
if he does not perceive that there is an intimatetionship between his
effort and his reward, and if he does not desieeréward emanating from
the effort. It is, again confirmed here that thedazal finding of this study
that the major cause of the poor customer servidde personnel in the
hospitality industry is that the service personin@e not perceived that
the work effort to be decisively instrumental iretlttainment of the
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reward of work. Instrumentality is therefore thessang link in the internal
marketing effort in this industry (Singh, 2000).

The finding confirms that if a service personnekhe hospitality
industry sees improving customer services in tira &s a path leading to
the promotion and attainment of one or more of gessonal goals, he
would tend to be a higher producer. Converselfeifdoes not perceive
that more input to customer service and satisfadtiom him would earn
him a promotion, he would tend to be a low producer

Conclusion
Three issues that stand out from this study are:

1. Fair and adequate compensation (internal markef@ogor) do
affect work attitudes positively in the hospitaliipdustry in
Nigeria, especially when a service personnel seiss job
contribution as the main instrument for improvingsmer
satisfaction, and as well as the main instrumerdutdjh which he
achieves his personal objectives. This could beumsz money is
an instrument for gaining desired outcomes and ian anxiety
reducer. And a way of supplementing this is to ge\good fringe
benefits, safety measures and other factors thalkdcgive the
service personnel the feeling that the firm is adyplace to work
in.

2. A hotel and tourism staff is motivated through mtd marketing
of the firm when he perceives that there is ammate relationship
between his efforts and promotion. In other wortig, hotel and
tourism worker will not be motivated to improvinget customer
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service, if he does not perceive that there issamate relationship
between his effort and reward; and if he does estrd the reward
emanating from the effort.

3. The unified pay structure, otherwise termed undooml reward
operating in most firms in hospitality industry Migeria is a
barrier against the internal marketing and satigfacof the hotel
and tourism staff, when he does not see his reemyahating from
his effort. It is a discouraging factor, when thent compensate
every staff along the same lines, whether he ispetemt or
incompetent at improving or contributing to custesngatisfaction.

Recommendations
As a result of the research findings and conclysibis recommended
that:

1. To improve customer service and satisfaction inhtbgpitality and
tourism industry in Nigeria, fair and adequate cengation
(internal marketing factor) should be offered te tiorkers in
these firms, to secure their willingness to helgtomers and to
provide prompt services.

2. To improve customer service and satisfaction, marsaghould
convince the workers that the rewards for bettefopmance are
worth the extra effort. This implies that the firehould give
rewards that are valued, and attempt to sell thehwof those
rewards to the workers.

3. The managers should provide targets that are leelie®@ be
attainable, yet provide a challenge to the emplsykek rewards
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to the performance they want improved, and recagthat rewards
can be both financial and non-financial; and bdinglto promote
and increase responsibility given to workers whieaytperform
better and deserve promotion.
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