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Abstract. Intra-organizational communication is pivotal in enhancing employee 

commitment, particularly within the diverse landscape of Malaysian 

manufacturing organizations. This paper aims to uncover the strategies of intra-

organizational communication in enhancing employees’ commitment in the 

context of manufacturing organizations in Malaysia. A pilot study was conducted 

involving four managers from both local and foreign organizations to obtain 

preliminary insights and refine the developed instruments. Qualitative data was 

collected from five large-scale manufacturing organizations, which includes two 

local and three foreign organizations. Of the three foreign organizations, two of 

them are of eastern and one of western origin. Fourteen managers from these 

organizations participated in in-depth semi-structured interviews. The raw data 

was transcribed using “meaning for meaning” transcription and subjected to 

thematic analysis. The findings revealed strategies of intra-organizational 

communication commonly practiced by the informants. Furthermore, this study 

clarifies and substantiates the elaborations which supports efforts to enhance 

commitment in manufacturing organizations through specific types of intra-

organizational communication strategies. The local companies preferred the 

strategy of ‘underscore and explore’ and ‘identify and reply’ in their efforts to 

enhance their intra-organizational communication. The companies of eastern 

origin preferred the ‘tell and sell’ and ‘underscore and explore’ strategies, while 

the companies of western origin preferred the ‘tell and sell’ and ‘identify and 

reply’ intra-organizational communication strategies. These results sheds light on 

the nuances and overlapping of intra-organizational strategies used by the three 

distinct continents. 
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1 Introduction 

1.1 Background of Study 

Intra-organizational communication plays a crucial role in enhancing employee com-

mitment [22], especially within the diverse landscape of Malaysian manufacturing or-

ganizations [23]. The study of intra-organizational communication and its role in or-

ganizational development has a rich history. From the recognition of the untapped value 

of face-to-face communication—one of the main contributors being Grabner and Ros-

enberg’s study [7]—to the current challenges of information overload and technologi-

cal resistance fuelled by Artificial Intelligence (AI) and breakthroughs in quantum com-

puting, organizational communication, and, more specifically, intra-organizational 

communication, provide critical theoretical and practical insights into the inner work-

ings of an organization. Max Weber’s formalization of bureaucracy [27], Edgar 

Schein’s theory on organizational culture [24], and the concept of Institutional Isomor-

phism as developed by DiMaggio and Powell [4] illustrate how scholars have sought 

to deepen our understanding of organizations. This pursuit remains as crucial as recent 

developments in quantum computing, such as Microsoft's Majorana 1 [21]. 

Hence, in this study, we will try to explore factors influencing employee’s commit-

ment within the context of an organization. The industrial sector in Malaysia, charac-

terized by a mix of local and foreign investors, presents a unique opportunity to exam-

ine intra-organizational communication strategies that enhance employee commitment. 

This paper aims to explain the strategies of intra-organizational communication across 

local, Eastern, and Western manufacturing organizations in Malaysia, providing in-

sights into how different intra-organizational communication practices can affect em-

ployee’s commitment. 

Though the importance of intra-organizational communication is emphasized in 

practice, its theoretical framework is not yet well developed as stated in a study by 

Verčič [26]. He further argues that very little attention is paid to intra-organizational 

communication by public relations scholars and is viewed as a part of an organization's 

strategic communication function by practitioners. This gap in conceptualization and 

practice between scholars and practitioners creates a situation where it might not always 

be clear on how to measure the effectiveness of intra-organizational communication 

strategies. 

A study by Zerfass [28] had defined internal communication from a strategic per-

spective as ‘communication between an organization's strategic managers and its inter-

nal stakeholders, designed to promote commitment to the organization, strengthen a 

sense of belonging to it, increase awareness of the dynamic environment in which the 

organization operates, and enhance focus to the overall mission of the organization.  

Furthermore, in Van Rossenberg et al. [25], we found that they had defined em-

ployee commitment as a psychological attachment of workers to their workplace. In the 
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study they had stated that the commitment stands in connection to various positive out-

come to the organizations and to the employees themselves. Highly committed employ-

ees tend to have lower turnover rates, tend to be more satisfied with their job, more 

motivated to perform task given to them and less prone to making errors. This connec-

tion however, according to the authors is heavily moderated to various factors such as 

leadership style, motivation and communication style. 

2 Literature Review 

Effective intra-organizational communication is essential for organizational success 

[5], [8]. It has been proven as a method to improve internal relationships as well as 

communication between employees and the management team [14]. However, if poorly 

managed, it can pose a risk to the organization [26], [23]. 

Employee commitment is a well-studied area in organizational behaviour [20], with 

communication recognized as a key determinant [25]. Various models, such as the So-

cial Exchange Theory and the Organizational Support Theory, suggest that effective 

communication can enhance perceived organizational support, leading to higher em-

ployee commitment. The importance of employee commitment and communication is 

also highlighted in the findings of several studies conducted in the USA, Europe, the 

Middle East, and Malaysia [1], [15], [16], [18].  

The positive correlation between employee commitment and organizational success 

has been captured in a study that found organizations with a high level of employee 

commitment stand a greater chance of success [3]. The critical importance of employee 

commitment in an organization is based on the belief that the best process innovation 

ideas come from the people doing the job [12]. 

2.1 Employee Commitment and the JD-R Model 

In this study the Jobs Demands-Resources (JD-R) model is used to guide our under-

standing of employee well-being and performance. The term ‘JD-R’ is an amalgama-

tion of the term job demands and job resources. Job demands are the amount of effort 

demanded by the employer in terms of work hours, physical energy and mental energy 

exerted to accomplish the task. Too much would cause burnout, and too little would 

cause disengagement. The right amount of job demand would act as challenges and 

motivation for the employees. The support system which accompanies the employee in 

tackling job demands is job resources. Examples of job resources are employees are 

given a certain degree of autonomy and trust to complete the given task, given frequent 

and instant feedback on the work done, social support and opportunities for personal 

growth [13]. In this study, the JD-R model explained job demands and job resources in 

the context of intra-organizational communication to enhance employee commitment. 

The right intra-organizational communication strategies would boost employees’ com-

mitment to a given organizational objective. 

Previous studies have often focused on a single cultural context or type of organiza-

tion [19], [2]. However, this study's comparative approach, examining local, Eastern, 
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and Western organizations within the Malaysian manufacturing sector, allows for more 

understanding of how cultural and organizational contexts influence intra-organiza-

tional communication strategies. 

3 Methodology 

This study employed a qualitative thematic semi-structured interview, and a multi-case 

study approach conducted at multinational manufacturing organizations in Malaysia to 

explore intra-organizational communication strategies. According to Islam and Aldai-

hani [9] and Mariampolski [17], there are three factors to consider when deciding be-

tween employing a qualitative or quantitative research method. These three factors are 

the type of research questions addressed, the nature of the population being studied, and 

whether the study is exploratory or explanatory.  

Based on these factors, this study employed a qualitative inquiry because it aims to 

answer the question of what intra-organizational communication strategies enhance 

commitment in manufacturing organizations. The data collected is based on interac-

tions with managers and general managers, and the primary objective of the study is to 

explore and expand the current state of knowledge on intra-organizational communica-

tion in manufacturing organizations. A pilot study was conducted to refine the research 

instruments, involving four managers from both local and foreign organizations. 

The actual study involved five large-scale manufacturing organizations: two local 

organizations and three foreign organizations, of which two are Eastern and one West-

ern. Fourteen managers from these organizations participated in in-depth, semi-struc-

tured interviews. The data was transcribed using "meaning for meaning" transcription, 

to ensure that the explanation of the communication strategies was accurately captured. 

Thematic analysis was then conducted to identify and compare the communication 

strategies employed by the organizations. 

4 Findings 

The thematic analysis revealed distinct preferences in communication strategies among 

the three groups of organizations: 

 

Local Organizations 

The local manufacturing organizations predominantly used the "underscore and ex-

plore" and "identify and reply" strategies. These strategies involve highlighting key 

messages and encouraging feedback, creating a two-way communication channel that 

fosters a sense of involvement and commitment among employees. 

 

Eastern Organizations 

The Eastern organizations preferred the "tell and sell" and "underscore and explore" 

strategies. The "tell and sell" approach focuses on persuading employees about the ben-

efits of organizational goals, while the "underscore and explore" strategy provides room 
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for employees to discuss and internalize these goals, aligning their personal objectives 

with those of the organization. 

 

Western Organizations 

The Western organization primarily utilized the "tell and sell" and "identify and reply" 

strategies. The "tell and sell" strategy reflects a more top-down approach, where com-

munication is used to reinforce organizational goals and expectations. However, the 

inclusion of the "identify and reply" strategy indicates an openness to employee feed-

back, albeit in a more structured and controlled manner. 

 

These findings shed light on the overlapping and unique communication strategies 

employed by organizations from different cultural backgrounds and origin of the or-

ganization. The fact that the organization does not necessarily employ those from their 

respective background signifies the advantages of each strategy and conveys the idea 

that there is no one strategy which is always dominantly effective in all circumstances. 

The preference for certain strategies reflects underlying cultural values, such as collec-

tivism in Eastern cultures and individualism in Western cultures [6], which in turn in-

fluence how communication is used to enhance employee commitment. 

 

 
Fig. 1. Intra-Organizational Communication Strategies to Enhance Commitment in Manu-

facturing Organizations  

5 Discussion  

The results of this study highlight the importance of intra-organizational communica-

tion strategies in enhancing commitment. Local Malaysian organizations, influenced 

by a mix of traditional and modern management practices, tend to favour participative 

communication approaches. In contrast, Eastern organizations, which often emphasize 

hierarchical structures, prefer a combination of directive and participative strategies. 

Western organizations, while also directive, show a balance by incorporating feedback 

mechanisms. 
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These differences underscore the need for organizations to adapt their communica-

tion strategies to their cultural and organizational context. For multinational corpora-

tions operating in Malaysia, understanding these factors can lead to more effective com-

munication strategies that enhance employee commitment and overall organizational 

performance. 

6 Conclusion 

This study contributes to the understanding of intra-organizational communication 

strategies in the context of Malaysian manufacturing organizations. By comparing the 

strategies used by local, Eastern, and Western organizations, the study provides insights 

into how different cultural and organizational contexts influence communication prac-

tices. The findings suggest that tailored communication strategies, which consider the 

cultural background of the organization, can significantly enhance employee commit-

ment. 

Future research could expand on this study by exploring other industries or geo-

graphical regions, providing a broader perspective on the relationship between commu-

nication strategies and employee commitment. Additionally, quantitative studies could 

further validate the findings and explore the impact of specific communication strate-

gies on organizational outcomes. 

 

Acknowledgments. This study was self-funded. 

Disclosure of Interests. The author declares no competing interests. 

References 

1. Almeida, M. D. G. M. C., Coelho, A. F. M.: The antecedents of corporate reputation and 

image and their impacts on employee commitment and performance: The moderating role 

of CSR. Corporate Reputation Review 22, 10–25 (2019) 

2. Aranki, D. H., Suifan, T. S., Sweis, R. J.: The relationship between organizational culture 

and organizational commitment. Modern Applied Science 13(4), 137–154 (2019) 

3. Aziz, H. M., Othman, B. J., Gardi, B., Ahmed, S. A., Sabir, B. Y., Ismael, N. B., Hamza, P. 

A., Sorguli, S., Ali, B. J., Anwar, G.: Employee Commitment: The Relationship between 

Employee Commitment And Job Satisfaction. Journal of Humanities and Education Devel-

opment 3(3), 54–66 (2021) 

4. DiMaggio, P. J., Powell, W. W.: The iron cage revisited: Institutional isomorphism and col-

lective rationality in organizational fields. American Sociological Review 48(2), 147–160 

(1983) 

5. Fusi, F., Zhang, F., Welch, E. W.: Intra-Organizational Communication in Public Agencies: 

The Effects of Contracting Out Core Services. The American Review of Public Administra-

tion 53(5–6), 224–242 (2023) 

12             S. Samsudin



   

 

6. Ghorbanzadeh, D., Chandra, T., Akhmadeev, R., Aleynikova, M. Y., Muda, I.: Enhancing 

emotional culture through internal communication: Impact on employee-organization rela-

tionships and employee advocacy. International Journal of Strategic Communication 17(5), 

475–4 (2023) 

7. Grabner, J., Rosenburg, L.: Intra-organizational communication, understanding, and process 

diffusion. Iowa State University Digital Repository (1969) 

8. Heide, M., von Platen, S., Simonsson, C., Falkheimer, J.: Expanding the scope of strategic 

communication: Towards a holistic understanding of organizational complexity. In: Future 

directions of strategic communication, pp. 124–140. Routledge, New York (2020) 

9. Islam, M. A., Aldaihani, F. M. F.: Justification for adopting qualitative research method, 

research approaches, sampling strategy, sample size, interview method, saturation, and data 

analysis. Journal of International Business and Management 5(1), 01–11 (2022) 

10. Kalogiannidis, S.: Impact of effective business communication on employee performance. 

European Journal of Business and Management Research 5(6) (2020) 

11. Kalu, A. E., Amuche, N. P., Joseph, O.: The Effect of Organizational Trust on Employee 

Commitment in Manufacturing Firms in Enugu Metropolis, Enugu State. International Jour-

nal of Mechanical Engineering and Technology 10(8) (2019) 

12. Kim, H. S., Song, J. H.: Impacts of workplace spirituality on innovative work behaviour: 

moderated-mediating effect of organizational silence and intra-organizational networks. Hu-

man Resource Development International 27(2), 257–280 (2024) 

13. Kwon, K., Kim, T.: An integrative literature review of employee engagement and innovative 

behavior: Revisiting the JD-R model. Human resource management review 30(2), 100704 

(2020) 

14. Li, J. Y., Sun, R., Tao, W., Lee, Y.: Employee coping with organizational change in the face 

of a pandemic: The role of transparent internal communication. Public relations review 

47(1), 101984 (2021) 

15. Luthfi, A., Norawati, S., Zulher, Z., Basem, Z.: The effect of supervision, work motivation, 

and interpersonal communication on employee performance and organizational commit-

ment as variables intervening. IJEBD (International Journal of Entrepreneurship and Busi-

ness Development) 5(1), 92–104 (2022) 

16. Marchalina, L., Ahmad, H.: The effect of internal communication on employees’ commit-

ment to change in Malaysian large companies. Business Management and Strategy 8(1), 1–

17 (2017) 

17. Mariampolski, H. Y.: Qualitative market research: A comprehensive guide. Sage Publica-

tion, Thousand Oaks, California (2001) 

18. Meirinhos, G., Cardoso, A., Silva, R., Rêgo, R., Oliveira, M.: Employee involvement and 

commitment in internal communication. Social Sciences 11(9), 423 (2022) 

19. Men, L. R., Yue, C. A.: Creating a positive emotional culture: Effect of internal communi-

cation and impact on employee supportive behaviors. Public relations review 45(3), 101764 

(2019) 

20. Mishra, S. S., Kasim, J. J.: Team culture, employee commitment and job performance in 

public sectors: a multi-level analysis. International Journal of Organizational Analysis 31(2), 

351–367 (2023) 

21. Nayak, C.: Microsoft unveils Majorana 1, the world's first quantum processor powered by 

topological qubits. Microsoft. Available: https://azure.microsoft.com/en-us/blog/quan-

tum/2025/02/19/microsoft-unveils-majorana-1-the-worlds-first-quantum-processor-pow-

ered-by-topological-qubits/ (2025, February 19) 

Enhancing Commitment Through Intra-Organizational Communication             13



   

 

22. Qin, Y. S.: How internal listening inspires remote employee engagement: examining the 

mediating effects of perceived organizational support and affective organizational commit-

ment. Journal of Communication Management. Available: https://www.emerald.com/in-

sight/1363-254X.htm (2024) 

23. Samsudin, S., Taib, C. A., Razak, H. A., Yusoff, R. Z.: Patterns of internal communication 

in the implementation of total quality management (TQM) at manufacturing organisations. 

Jurnal Komunikasi: Malaysian Journal of Communication 37(4), 427–44 (2021) 

24. Schein, E. H.: Organizational culture and leadership. Jossey-Bass, San Francisco (1985) 

25. Van Rossenberg, Y. G., Cross, D., Swart, J.: An HRM perspective on workplace commit-

ment: Reconnecting in concept, measurement and methodology. Human Resource Manage-

ment Review 32(4), 100891 (2022) 

26. Verčič, A. T.: The impact of employee engagement, organisational support and employer 

branding on internal communication satisfaction. Public Relations Review 47(1), 102009 

(2021) 

27. Weber, M.: The theory of social and economic organization (A. M. Henderson & T. Parsons, 

Trans.). Free Press, New York (1947; original work published 1922) 

28. Zerfass, A., Verčič, D., Nothhaft, H., Werder, K. P.: Strategic communication: Defining the 

field and its contribution to research and practice. In: Future directions of strategic commu-

nication, pp. 159–177. Routledge, New York (2020) 

 

 

Open Access This chapter is licensed under the terms of the Creative Commons Attribution-
NonCommercial 4.0 International License (http://creativecommons.org/licenses/by-nc/4.0/),
which permits any noncommercial use, sharing, adaptation, distribution and reproduction in any
medium or format, as long as you give appropriate credit to the original author(s) and the
source, provide a link to the Creative Commons license and indicate if changes were made.
        The images or other third party material in this chapter are included in the chapter's
Creative Commons license, unless indicated otherwise in a credit line to the material. If material
is not included in the chapter's Creative Commons license and your intended use is not
permitted by statutory regulation or exceeds the permitted use, you will need to obtain
permission directly from the copyright holder.

14             S. Samsudin

http://creativecommons.org/licenses/by-nc/4.0/

	Enhancing Commitment Through Intra-Organizational Communication: A Comparative Study of Manufacturing Organizations in Malaysia

