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ABSTRACT

Pekkala, Kaisa

Social media and new forms of communicative work

Jyvaskyla: University of Jyvaskyld, 2021, 74 p. (+original research articles)
(JYU Dissertations

ISSN 2489-9003; 433)

ISBN 978-951-39-8852-4

Advances in communication technology have had fast and fundamental impacts
on human behavior and organizational functioning. In light of the resultant com-
municatization of working life, organizations are becoming increasingly depend-
ent on their members' communicative activity and ability. Seeing organizations
as dynamic systems consisting of multiple interrelated components, which to-
gether contribute to the organizational representation, foregrounds the need to
understand the distribution of communicative work as systemic change.

Within the field of corporate communication, this dissertation focuses on
the communicatization of working life and the subsequent distribution of com-
municative work within a corporate communication system. Overall, the disser-
tation draws attention to a shift in communication management research from a
focus on managing communications as content and symbols, to managing organ-
izational members who communicate, and asks how corporate communication
as a management system is changing in relation to the communicatization of
working life.

The dissertation utilizes a mixed methods approach to explore the mean-
ings ascribed to change by organizational members, both managers and employ-
ees. The managerial cognitions towards the distribution of communicative work
are discussed through managerial expectations and valued managerial practices.
Relatedly, employees' cognitions are examined by studying their beliefs regard-
ing communicative roles and social media communication self-efficacy. Taken
together, the understanding of these views, and the mechanism affecting how
they are formed and how they affect employee behavior, contributes to under-
standing the distribution of communicative work as a systemic change.

An overarching summary and five research articles comprise the disserta-
tion. Two of the articles (sub-studies I and II) discuss the conceptual foundations
of the phenomenon and explore employees' communicative role and competence
in communication systems related to organizational representation. The third ar-
ticle (sub-study III) is an empirical, qualitative study (n=23) focusing on the man-
agement of employees' communication behavior in six Finnish organizations op-
erating in the professional service sector. The study identifies three management
approaches in use and categorizes enabling and motivating processes that are
used in engaging employees in work-related social media use. The last two arti-
cles (sub-studies IV and V) are quantitative studies (n=1,179) aimed at increasing
understanding of employees' perceptions of their communicative role and ability,



the mechanisms through which these perceptions are formed, and how they af-
fect employees' actual communication behavior.

Based on the results of the sub-studies, I propose a conceptualization of
communicative work, and discuss changes in the cognitions of management and
employees in relation to work-related social media use. In addition to the main
thesis that corporate communication is undergoing a change at the systems level
and that communicative work is becoming increasingly distributed within or-
ganizations, I posit that 1) Communicative action and ability have increased their
significance in contemporary work environments; 2) Communicative work is
contextual and purposeful in nature and many knowledge workers do not feel
confident about their abilities to take on these new work roles; and 3) Managing
corporate communications includes a new sub-area that deals with managing
communicative human resources.

The practical value of the dissertation relates to advancing understanding
of how communicative action is embedded into contemporary knowledge work,
how corporate communication is changing, and - perhaps more importantly -
how it should be changed in the future to enhance the positive aspects of this
development, and to mitigate the negative aspects through managerial work and
public policy.

Keywords: corporate communication, communicative work, social media,
employees’ communication behavior, knowledge work, professional work
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Viestintdteknologian nopea kehitys on muokannut niin yksildiden kayttayty-
mistd kuin organisaatioidenkin toimintatapoja. Viestinnidn ja vuorovaikutuksen
merkitys on kasvanut, ja etenkin asiantuntijaorganisaatiot ovat tulleet yha riip-
puvaisemmiksi tyontekijoidensa viestintdaktiivisuudesta ja -kyvykkyydestd. So-
siaalista mediaa hyodynnetddn yhd enenevissd madrin ammatillisiin tarkoituk-
siin. Tyontekijat edustavat sielld itsensd lisdksi organisaatiotaan ja rakentavat
viestinnéllddn kuvaa omasta tyonantajastaan.

Tama viaitoskirja keskittyy tyoeldamén viestinnéllistymiseen ja viestintdtyon
jakautumiseen asiantuntijaorganisaatioissa. Tutkimus nostaa esiin viestinndn
johtamisen muutoksen, jossa johtamisen keskivon on noussut viestivan henkilos-
ton johtaminen. Viitoskirjan tutkimuskysymyksend onkin, kuinka viestinndn
johtaminen organisaatioissa muuttuu tydeldman viestinnéllistyessa.

Viitoskirjan tutkimusote on monimetodinen ja se tarkastelee millaisia mer-
kityksid ja kasityksid tyontekijdt ja organisaatioiden johtohenkilot liittdvat muu-
tokseen. Johdon ndkemyksid kartoitetaan selvittimalld odotuksia ja johtamisen
kaytanteitd, tyontekijoiden ndkemyksid tutkitaan rooleihin ja kyvykkyyksiin liit-
tyvien kasitysten avulla. Yhdessa ndama ndkemykset ja niiden taustamekanismit,
sekd vaikutukset tyontekijoiden viestintdkdyttdytymiseen lisddvat ymmarrysta
viestintdtyon jakautumisesta organisaatioissa osana systeemistd muutosta.

Viitoskirja koostuu tdstd yhteenvedosta ja viidestd tutkimusartikkelista.
Ensimmdiset kaksi artikkelia (osatutkimukset I ja II) tarkastelevat tutkimuksen
konseptuaalisia ldhtokohtia ja tyontekijoiden viestintdroolia ja -osaamista osana
organisaatioviestinndn kokonaisuutta. Kolmas artikkeli (osatutkimus III) on puo-
lestaan empiirinen, laadullinen tutkimus (n=23), joka keskittyy tyontekijoiden
viestintdkadyttdytymisen johtamiseen kuudessa suomalaisessa palvelusektorilla
toimivassa asiantuntijaorganisaatiossa. Artikkelissa tunnistetaan kolme kaytossa
olevaa johtamismallia ja luokitellaan johtamisen prosessit mahdollistaviin ja mo-
tivoiviin prosesseihin, joiden avulla tyontekijoitd voidaan ohjata ja auttaa hyo-
dyntdmddn sosiaalista mediaa tyossddn. Viimeisessd kahdessa artikkelissa (osa-
tutkimukset IV ja V) tutkimusote on maérillinen, ja ne pohjautuvat kyselytutki-
muksen dataan (n=1179). Ndiden artikkeleiden tavoitteena on lisdtd ymmarrysta
tyontekijoiden kasityksistd, jotka liittyvat tyontekijoiden viestintdrooliin ja -ky-
vykkyyteen, sekd mekanismeista, jotka vaikuttavat ndihin késityksiin sekd tyon-
tekijoiden kayttaytymiseen sosiaalisessa mediassa.

Tassd yhteenveto-osuudessa ehdotan madritelméd viestintédtyolle ja tarkas-
telen sitd johtamisen ja tyontekijoiden ndkokulmasta. Osatutkimusten tulosten



pohjalta ehdotan, ettd viestinndn johtaminen muuttuu osana systeemistd muu-
tosta ja ettd viestintdtyo jakautuu tyoyhteisossd viestintdteknologian mahdollis-
tamana yhd useammalle. Lisdksi esitdn, ettd 1) viestintdteot ja viestintakyvyk-
kyys ovat kasvattaneet merkitystddn nykypdivan tyoympadristossd, 2) viestinta-
tyo on luonteeltaan kontekstuaalista ja tavoitteellista ja ettd monet tietotyon teki-
joistd eivdt koe omaavansa valmiuksia toimia tillaisessa uudessa tyoroolissa ja 3)
organisaatioiden viestinndn johtamiseen on syntynyt uusi osa-alue, joka vastaa
viestivan henkil6ston johtamisesta.

Viitoskirjan kdytannollinen hyoty liittyy ymmaérryksen lisddmiseen siitd,
miten viestintd sisdltyy osana tietotyohon. Lisdksi vditoskirja pyrkii tekemé&ddn
nakyvéksi viestinndn johtamisen muutoksen, ja ehka titakin tarkedmpéna sen,
mitd johtamisessa tulisi ottaa huomioon nyt ja tulevaisuudessa, ettd se edistdisi
muutoksen positiivisia vaikutuksia ja vahentdisi muutokseen liittyvid negatiivi-
sia vaikutuksia.

Avainsanat: viestinndn johtaminen, viestintdtyd, sosiaalinen media, tyon-
tekijoiden viestintdkdyttdytyminen, tietotyd, asiantuntijatyo



Author

Supervisors

Reviewers

Opponent

Kaisa Pekkala

School of Business and Economics
University of Jyvaskyld
kaisa.k.pekkala@jyu.fi

https:/ / orcid.org/0000-0002-8431-8985

Professor Chiara Valentini
School of Business and Economics
University of Jyvaskyld

Professor Vilma Luoma-aho
School of Business and Economics
University of Jyvaskyla

Post-doctoral Researcher Ward van Zoonen
Department of Language and Communication Studies
University of Jyvaskyld

Professor Joep Cornelissen
Department of Business-Society Management
Rotterdam School of Management, Erasmus University

Professor Christian Fieseler
Department of Communication and Culture
Norwegian Business School Bl

Professor Joep Cornelissen
Department of Business-Society Management
Rotterdam School of Management, Erasmus University


mailto:kaisa.k.pekkala@jyu.fi
https://orcid.org/0000-0002-8431-8985

FOREWORD AND ACKNOWLEDGEMENTS

Writing this dissertation has been my passion for the last five years. These years
have allowed me to challenge myself with new knowledge and new ways of
thinking, and offered the constant joy of learning. Like most things in life, writing
a dissertation is by no means a solo endeavor. The best part of this project are the
wonderful people that I have encountered during these years, many of whom
have greatly contributed to this dissertation, and to my thinking.

First of all, I would like to thank my three supervisors, Professor Chiara
Valentini, Professor Vilma Luoma-aho, and Post-doctoral Researcher Ward van
Zoonen for supporting and challenging me during this dissertation project. Chiara
has provided valuable advice on academic procedures and practices, without
which it would have been impossible to complete this project within this
timeframe. Vilma is actually the one who got me started in 2016, and since then
she has supported me and shared her wide networks, which I am extremely grate-
ful for. Ward has provided valuable advice, inspiration and support, particularly
with the quantitative studies, and his encouragement and positive attitude have
helped me during my moments of doubt. Thank you all for helping me to deliver
the best possible results, and for keeping me moving forward.

I am grateful to my two pre-examiners, Professor Joep Cornelissen and Pro-
fessor Christian Fieseler, who took the time and made the effort to assess my
work and give valuable comments and encouraging feedback. I am also honored
to have Professor Cornelissen as my opponent in the public examination of this
dissertation.

During this project, I have felt privileged to work and be surrounded by the
inspiring people in our wonderful Corporate Communication team, and in the
Digital Marketing and Communications research group at the JSBE. I am thank-
tul for all the discussions within our seminars and meetings that have provided
inspiration and encouragement throughout these years. Big thanks are also due
to my co-authors Tommi Auvinen and Pasi Sajasalo from the Management and
Leadership discipline for the wonderful cooperation. Although our co-authored
paper is not part of this dissertation package, your positive mindset and encour-
agement have greatly contributed to the process of finalizing this dissertation. I
would also like to thank Professor Anu Sivunen from the Department of Lan-
guage and Communication Studies for excellent discussions and cooperation
during these years. Special thanks are also due to Anu for advising me to join the
Academy of Management community and to participate in their doctoral consor-
tium at the annual conference. Being a part of these communities has been a
source of inspiration during the research process, and has also steered my future
research interests.

A heartfelt thank you goes to my previous boss in the corporate world Anne
Korkiakoski, from whom I have learned a lot about corporate communication
and marketing but also about a true can-do attitude. I am grateful for all the dis-
cussions both before and during this dissertation project, which have been both
inspirational and encouraging.



A special thank you is dedicated to my fellow PhD candidates, our "VTT
Club" - Hanna, Taina, Salla, and Hannele. You dear ladies have always been
there, no matter what. We have supported each other during moments of despair,
shared feelings of joy over our accomplishments, and had discussions, not only
about research and academic life, but also about life in general. Without you, this
journey would not have been as fun and meaningful as it has been.

I am grateful to my funders, the JSBE and the Jenny and Antti Wihuri Foun-
dation. This dissertation would not have come into being without your support.
Moreover, this doctoral dissertation would not have been possible without the
support of the case organizations that participated in this research project, and
the informants in those organizations who used their valuable time in providing
their views and experiences. Hence, I would like to thank each and every one
who contributed to the data collection and made the studies comprising this dis-
sertation possible.

There are several other important people who have helped me realize this
project by believing in me, taking the time to have deep discussions, sharing
laughs and sorrows, and helping me to recover from writing work through our
exercise and tennis hours, forest walks or sailing trips to the Finnish archipelago.
I am sure you know who you are. Thank you for deciding to share this journey
in life with me.

I owe many things to my parents, Pirjo and Ari. Thank you for always sup-
porting me and raising me to believe that anything is possible if the motivation
exists. I would also like to thank my sister Hanna, who has been on my side since
I was two years old, who knows me inside out, and whom I trust to always be
there for me.

Finally, no one has played a bigger role in my dissertation journey than my
husband and soulmate, Jarkko, with his loving confidence in me that makes any
achievement possible.

I dedicate this book to my lovely daughters, Elisa and Siiri. You are the best
thing that has ever happened to me, and what I hope you learned from following
this project is to believe in yourselves and to your dreams, always.

Espoo, September 2021
Kaisa Pekkala



FIGURES

FIGURE 1

FIGURE 2
FIGURE 3

TABLES

TABLE 1

TABLE 2

The framework for understanding the distribution of
communicative work within a corporate communication

SYSEOIML. .ot 19
Work-related communication as reasoned action..................... 30
Key elements in the management of communicative

OTZANIZATIONS .....oviiiiiiiiiiicicc s 52

The articles included in the dissertation and author
CONETIDULIONS ..o 23
Methodological approach, data and analysis in the research
ATTICIES oo e et 46



CONTENTS

ABSTRACT
TIIVISTELMA (ABSTRACT IN FINNISH)
FOREWORD AND ACKNOWLEDGEMENTS

FIGURES AND TABLES
CONTENTS
1 INTRODUCTION .....cccooiviiiiiiiiiiiiiiiciiiiicceiiiieeies s 13
1.1 Research objective and qUESLIONS...........ccceveueuricueiriereirieeieieeeieieeeeaen. 16
1.2 EmpPirical CONTEXL .....ccvcurmieriicieiicicinicieitcieescieeesetseeie st 19
1.2.1 The knowledge economy ...........ccccccceuiuiuiiiininiiiiininicccnnes 19
1.2.2 Social media .......cccociviriiiiiiiiiicce e 21
1.3 Scope and structure of the dissertation.............cccecvevcuevrencuerreneecrnencecerencnnn. 22
2 LITERATURE REVIEW ......ccccooiiiiiiiiiiiiiiiieeiceeeieee s 25
21  Communication-CentriC VIEW ..o, 25
2.2 Communicatization and communicative Work ............ccccceecuvcrivcunicnnce 27
2.3 Employees’ communication behavior on social media..........c.ccccccovuueeee. 28
23.1 Behavioral beliefs and attitudes (opportunities and risks)..... 31
2.3.2 Normative environment (expectations and roles) ................... 33
2.3.3 Behavioral control (self-efficacy) ........ccccoeercoiveininiincinnnnne. 35
24 Management of employees’ social media communication..................... 35
3  METHODOLOGY AND EMPIRICAL EVIDENCE .........ccccccoiiinniiinne. 39
3.1 Pragmatism as a worldview - a foundation for the research.................. 39
3.2 Mixed methods research - an overarching methodological strategy ... 41
3.3 Data collection and analysis............ccoccceuvicuriniccieininiciniiesiccsececeiennes 42
3.3.1 Qualitative data and analysis.........ccoccceveeeineinciniicnincinenne. 43
3.3.2 Quantitative data and analysis ........c..cccoeveerecneinicincinenne. 44
3.3.3 Conceptual analysis..........ccccovuriiiniiiiiiiiicceccces 45
34 Reflections and methodological evaluation.............cccccvecuniciniunincunicnnce 46
4  FINDINGS AND SUMMARIES OF THE ARTICLES...........ccccccoeueuiiiiinnnnne. 49
41 Article one - Understanding the evolution of communicative
roles and related cOMpetence ............ccoceuvvecirinecrninicininiceeeeeeeaes 49
42  Article two - Understanding how employees communicatively
constitute organizational representations...............cccccecuvicinicininincinicnnne. 50
43 Article three - Understanding the management of communicative
WOTK i 51
44 Article four - Understanding employees’ communicative role
PEICEPHIONS ... 53
45 Article five - Understanding employees’ preparedness to

conduct COMMUNICATIVE WOTK ...t e e e e e eeas 54



4.6 Summary of the findings - connecting the dots..........cccccccveveuvivncrnicnnce. 55

5 CONCLUDING DISCUSSION. ...ttt eeeeeeeeaeeeaen 57
51 Summarized CONCIUSIONS. .. .ueeeeeeeeeeeeeeeeeeeeeee e eeeeeeee e eseeseeeeeneeees 58
5.2 Practical impliCatioNs .......c.ccecurueecurirecueinicieinieieeciesieieseeeseeseseneeesenenacs 61
5.3 Limitations and futire r€S€aTCH .......oueee oo 62
REFERENCES.....cce oot e e e e e e e e e e e e e e s eeaeeeseaaeeeeseesneeeaaans 64

ORIGINAL RESEARCH ARTICLES



1 INTRODUCTION

Many of us contemporary knowledge workers think that communication on
social media about our work, profession or organization is becoming an integral
part of working life. Many of our employers encourage us to create and share
content, and to participate in public discussions on social media. Many of us also
consider that by demonstrating our knowledge and expertise through
communication on social media, we may have a chance to advance our careers
and promote our organizations and their causes. These considerations reflect a
fast and fundamental change in which employees are becoming regarded as
influential communicators. The increased use of social media for professional
purposes has duly led to the formalization of employees' communicative role
(Andersson, 2019; Madsen & Verhoeven, 2019; Pekkala & Luoma-aho, 2017), and
the corresponding distribution and spread of communicative work within
organizations. This ongoing change shapes not only the conceptualization of
knowledge work and the required competences of the individuals involved, but
also “necessitates a shift in thinking about the underlying principles of corporate
communication” (Cornelissen, 2017 p. 38).

Recent reports indicate that social media, similarly to many other digital
technologies, has swiftly entered working life and disrupted the way
organizations operate and employees conduct their work. For example, in the EU
area in 2019, 75% of companies that employ more than 250 people were using
social media as a part of their operations, primarily to support image building
and product marketing, to build and maintain customer relationships, and to
recruit new employees (Eurostat, 2020). A recent study in Finland found that 35%
of employees working in the private sector had used public social media (such as
Twitter and LinkedlIn) for work-related purposes (Lyly-Yrjandinen, 2019). The
main purposes of these uses were knowledge sharing, information retrieval,
networking and collaboration, customer service, and sales and marketing (ibid.).
The Finnish technology provider Smarp reports that an average employee has
420 friends on Facebook, 400 connections on LinkedIn, and 360 followers on
Twitter, which makes over 1,000 contacts per employee in total (Smarp, 2019).
When realizing the potential of these connections, it is hardly surprising that it
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has been estimated that companies may be able to raise the productivity of
knowledge workers by 20 to 25 percent by using social technologies (McKinsey,
2012).

What this indicates is that social media has become omnipresent and
influential in many areas of working life. The change has been particularly
pertinent among knowledge workers, whose ability to make their expertise
visible through communicative action is often considered to have currency in the
knowledge economy (Alvesson, 2004). This means that organizations operating
in the professional sector are inherently dependent on their employees’
communicative action, and that employees’” communicative ability is not only
relevant for organizational functioning, but is also crucial for overall
organizational competitiveness (Fisher, 2019). Hence, these organizations have
been keen to adopt social media to benefit their business. One aspect of this has
been to engage employees in using public social media such as LinkedIn and
Twitter for professional purposes.

This dissertation discusses the embeddedness of this type of
communicative action within knowledge work, and provides empirical evidence
that work-related communication on social media is increasingly perceived as
being an integral part of work, particularly in certain types of contexts such as
knowledge work in the professional service sector, and that it has required
organizations to reconfigure their communication management to realize the
communicative capability of their human resources. It also demonstrates that not
all employees are confident in their abilities to take on these new responsibilities,
and the level of social media use differs among knowledge workers. The results
of the studies comprising this dissertation also show that organizations have an
important role in enabling their employees to acquire the skills, knowledge and
tools to participate in an increasingly digital professional life.

Corporate communication, conceptualized as a management function
responsible for managing all communications of an organization (Christensen
and Cornelissen 2011, p. 386), has traditionally been the exclusive responsibility
of corporate communication professionals and dedicated spokespersons.
Therefore, from the corporate communication disciplinary viewpoint, the wider
distribution of communicative work challenges the traditional paradigmatic
thinking in two major ways. The first relates to the functioning of the
communication system in relation to agency and where it is located, as
organizations have become “communicative”, meaning that members of the
organization increasingly represent and shape the organization and its causes for
external stakeholders through their communicative actions. In other words, they
constitute organizational realities and representations communicatively across
organizational boundaries. The concepts that have recently been developed to
describe this type of distributed agency include employee advocacy (e.g. Men,
2014; Sakka & Ahammad, 2020) and employee ambassadorship (e.g. Gelb &
Rangarajan, 2014; Xiong, King, & Piehler, 2013). The second change concerns
defining the purpose of corporate communication as a management function,
practiced by communication professionals, where the ongoing change has led to

14



a shift in focus from the management of communication and symbols toward the
management of communicative human resources, as I propose in this
dissertation (see also article III). Together, these transformations are affecting
corporate communication at a systems level, and hence are addressed in this
dissertation not only as a paradigmatic change but as a systemic change.

This dissertation adopts a systems perspective to study the distribution of
communicative work, its antecedents and consequences. The concept of systemic
change has its origins in systems theory (Bertalanffy, 1968), and refers to the
change of modus operandi of a system, in a way that most parts of the system are
affected by the change. For organizational and management research, this means
that the systems perspective examines individual behavior as well as the change
of the whole system, including the environment with which the system interacts
(Sandaker, 2009). Therefore, applying this approach, the dissertation seeks to
identify the role of systemic structures and forces in shaping employees’
communication behavior. Here, the system under examination is the corporate
communication system, which is regarded as a set of interdependent components
and structures, such as technology, management practice and communicative
roles, that form an organized entity for organizational representation. Within this
system, the dissertation focuses in particular on employees’” work-related
communication behavior and its organizational conditions created by
management. The corporate communication system, similar to other
organizational systems, is disrupted by the rapid development of
communication technology, in this case social media (Cornelissen, 2017). When
change occurs quickly, attempts to look at the phenomenon holistically can
advance understanding of not only specific behaviors but also the system as a
whole.

In particular, the adoption of social media in organizations has increased
the salience of employees’ work-related communication toward external
stakeholders, and has driven the formalization of employees’” communicative
role in the work domain (Andersson, 2019; Madsen & Verhoeven, 2019; Pekkala
& Luoma-aho, 2017). Social media has enabled individuals to communicate about
their work, profession and organization across organizational boundaries. Public
social media, such as Twitter, LinkedIn and Facebook have become increasingly
important media for professional knowledge sharing and branding. When the
number of individuals using social media increases and their networks expand,
the value of their communication grows. This is often explained by Metcalfe’s
law, which proposes that the value or utility of a network is proportional to the
number of users in the network (Metcalfe, 1995). Both individuals and
organizations are affected by the increased value of social media networks. For
organizations selling products or services, for example, this means that the
greater the number of customers using social media, the more valuable those
networks become for their business performance, and the more important it
becomes to be present and active in those networks. Research has confirmed this
notion in both the business-to-consumer and the business-to-business sectors
(Fisher, 2019; Minsky & Quesenberry, 2016).
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The process describing the mechanism by which the value of
communicative work increases has been defined as communicatization
(Knoblauch, 2020). Communicatization refers to a process in which
communicative action not only coordinates and contributes to production, but
can actually “produce products, perform services, create structures, and develop
basic social differences and affiliations” (Knoblauch, 2020 p. 240). Of particular
relevance for this dissertation is the notion that communicatization is
characterized by the increase in significance and amount of communicative work
for individuals involved in using communication technologies. Organizations
are therefore becoming communicative, meaning that each employee becomes a
potential communicator in today’s mediatized and polyphonic environment
(Kuhn, 2008; Schoeneborn, 2011), and each employee’s communicative action
and ability, or lack thereof, consequently becomes a constituent of organizational
representation.

1.1 Research objective and questions

The research objective of this dissertation is to explore the distribution of corpo-
rate communicative work from a systemic perspective. More specifically, the aim
is to shed light on how employees” communicative role and related ability are
perceived and how employees’ communicative action and capabilities are man-
aged in the professional sector. To this end, the dissertation seeks to contribute
to the understanding of how corporate communication as a management system is
changing in relation to the communicatization of working life.

At the core of this doctoral research is the change in corporate communica-
tion, particularly the meanings ascribed to change by organizational members,
both managers and employees. Instead of focusing solely on functional change
or discussing the disruption caused by digital communication technology, this
dissertation explores how the change is experienced by individuals in different
organizational positions with different interpretations and expectations, and
what this informs us about the development of and change in corporate commu-
nication as a field of practice and research. To summarize, in this dissertation,
systemic thinking offers a way to find new perspectives to theoretically under-
stand the distribution of communicative work and the systemic change in corpo-
rate communication. The aim, then, is to acquire new perspectives and under-
standing.

Considering the limited amount of research focusing on the management
of employees” work-related communication to date, the objective of the disserta-
tion can be characterized as an exploration of novel organizational phenomena.
To understand these phenomena in depth, I considered it necessary to study the
views of both managers and employees - allowing me to offer a descriptive ac-
count of how organizations and their members are currently dealing with these
phenomena within this specific sector, and the kind of realities and prospects
they are facing in their current situation. Given the overall research objective, the
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research questions related to the research articles comprising this dissertation are
as follows:

RQ1. How have employees’ communicative role and related competences
evolved?

This question is answered based on a review of previous literature (article I).
When starting the dissertation project in 2016, literature explaining how employ-
ees’ communicative role was perceived in organizations was rare. However, lit-
erature explaining the valued competences of organizational representatives did
exist and hence provided a gateway to the related literature. Therefore, the pro-
ject got underway with a literature review and conceptual analysis focusing on
the evolution of individuals representing their collectives, and an exploration of
competences that have been associated with these behaviors. Reviewing the lit-
erature from the past and from the perspective of multiple disciplines such as
rhetoric, organizational communication and media studies (article I) allowed me
to assess the actual impact of the current upheaval on employee communicators
and their ideal competences and qualities; in short, to distinguish between revo-
lution, evolution, and what may merely be a passing fad. The literature review
also revealed that while there are a number of more or less explicit descriptions
and definitions of communication competence, many of them tend to be rather
generic in the sense that the desired competence is not considered in relation to
the role and context of the actor. In contrast, this dissertation is built on the prem-
ise that communicative competence should be looked at in relation to the respec-
tive communicative role and context.

RQ2. How do employees constitute organizational representations through their commu-
nication?

This question is answered based on a review of previous literature (article II) and
on the conducted empirical research (article III). Analyzing the current literature
in light of organizational sensemaking and sensegiving (article II) provided in-
sights into the cognitive processes behind employees’ communicative action, and
rooted employees’ communicative role in the theoretical framework of the com-
municative constitution of organizations (CCO), which guided the following
parts of the study. Identifying the objectives of employees’ communication man-
agement (article III) helped in refining the answer by providing insights into the
outcomes that organizational managers value and expect.

RQ3. How is employees” communication behavior managed?
The previous literature related to this question was scarce, which meant that the
question was approached inductively by relying on the interview data (N=23)

collected from organizational managers (communication and HR leads) in six or-
ganizations operating in Finland (article III). Based on the conducted research, it
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became clear that the management of communicative human resources had be-
come a significant field within the communication management practice, and
that there were certain drivers and contextual factors that affected the types of
management approach and related processes that were in use in the studied or-
ganizations. In light of this, I sought to convey the managerial perspective of the
phenomena, which entails designing the conditions that enable and motivate em-
ployees' communication behavior.

RQ4. How do employees perceive their communicative role, and why is this important?

To answer this question, I turned to role theories. These theories have not been
focal in the corporate communication literature, and hence they provided a novel
avenue for studying employees” work-related communication behavior, and for
examining it from the managerial point of view. The extant literature has often
conceptualized employees' work-related social media communication as volun-
tary, extra-role behavior that is not a formal part of their work (e.g., Helm, 2011).
This study (article IV) challenged this assumption, and opted for a more dynamic
conceptualization of these behaviors that takes into account the context of the
work. The study explored how employees perceive their communicative role (i.e.
whether they perceive these behaviors as being a part of their work or not), ex-
plaining the consequences of the communication role perception for their com-
munication behavior, as well as the mechanism leading to their varying role per-
ceptions. Based on the research conducted, consisting of survey data (N=1,179),
it is possible to discuss the current state of communicative role perceptions, as
well as their consequences and antecedents within knowledge work in the pro-
fessional service sector.

RQ5. How do employees perceive their communicative ability in using social media for
professional purposes?

To answer this question, I turned to social cognitive theory and the related liter-
ature. This theoretical lens provided a novel avenue for acquiring new
knowledge about how prepared and confident employees feel in their abilities to
take on new communicative roles and conduct those tasks successfully. The sur-
vey data (N=1,179) used for this study (article V) was collected at the same time
as the data for article IV. Through this study, the aim was to gain understanding
of how confidence about communicative ability in using social media for profes-
sional purposes is related to actual social media use, and how organizations, ac-
countable for maintaining and developing the skills of the workforce, can en-
hance their employees' efficacy beliefs, and how these efforts subsequently affect
employees’ communication behavior.

By reflecting on the answers to these five research questions, the aim is to
meet the objective of the dissertation in assessing how the communicatization of
working life and the increased significance of communicative work are shaping
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corporate communication at a system level. The dissertation comprises five re-
search articles (I-V) that constitute the basis for this summary. Two of the original
articles (I, II) discuss the theoretical foundations for employees' communication
behavior as corporate communicators and conductors of communicative work.
The other articles (III-V) are empirical, studying the expectations and percep-
tions toward communicative work among both managers and employees. Figure
1 presents the framework for the dissertation and how the five sub-studies com-
prising it contribute to the overall framework.

Increased value

of communication and
networks in the
knowledge economy

Corporate Communication System

Management of employees’ Article I
communication behavior

Distribution of Attitudes, roles, abilities Articles |, IV, V
communicative work

Communicatization

Employees’ communication

behavior Articles IV, V

Affordances provided

by digital Communicatively constituted Article Il
communication organizational reality and representation
technology

FIGURE 1 The framework for understanding the distribution of communicative work
within a corporate communication system.

1.2 Empirical context

1.2.1 The knowledge economy

The context for the empirical studies that comprise this dissertation is the
knowledge economy. The knowledge economy refers to an economic system in
which production is based on knowledge-intensive activities (Powell & Snellman,
2004). Within this study, the concept of knowledge intensity indicates “that pro-
duction of a firm’s output relies on a substantial body of complex knowledge”
(Von Nordenflycht, 2010, p. 159), and knowledge-intensive firms (KIFs) refer to
“organizations that offer to the market the use of fairly sophisticated knowledge
or knowledge-based products” (Alvesson, 2004, p. 17). These products can be
plans, services or mass-produced products where the development or mainte-
nance costs outweigh the manufacturing expenditure (ibid.). The production of
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these outcomes is dependent upon the intellectual and interactional skills of the
workforce deployed in product development, sales, and customer service. There-
fore, organizations defined as knowledge-intensive can operate in a variety of
tields and industries (Alvesson, 2004; Von Nordenflycht, 2010). The related terms
“professional service firm’ (PSF) or ‘professional organization” are often used in
a similar manner. Alvesson (2004, p. 38) suggests that "KIF includes what is re-
ferred to as PSF...but the former category covers a broader field and is not so
focused on whether a group or an organization is “professional’ (i.e. belongs to
the true or acknowledged professions)". Instead of using these interchangeably,
Von Nordenflycht (2010) has suggested talking about degrees of professional ser-
vice intensity within knowledge-intensive firms. In line with Alvesson (2004) and
Von Nordenflycht (2010), this dissertation views knowledge-intensive firms as a
broad category including so-called professional organizations.

Knowledge, and consequently the ability to win, serve and retain customers
with this knowledge is seen to be embodied in individuals (Alvesson, 2000) and
embedded in organizational processes, relationships and routines (Morris &
Empson, 1998). KIFs with high service intensity are often characterized by their
difficulties in proving a specific output due to the lack of any clear product (Al-
vesson, 2011). The ambiguous character of knowledge work and organizations
highlights the significance of rhetorical skills and acts for “the constitution of the
company, its workers, activities and its external relations” (Alvesson 2004, p. 82).
Therefore, the defining feature of the knowledge economy is an assumption that
knowledge possessed by organizational members and, in particular, how they
make knowledge visible through communication, is the primary strategic re-
source for organizations (Alvesson 2004; Grant, 1996; Nahapiet & Ghoshal, 1998).
KIFs are thus inherently dependent upon their employees” communicative action,
through which they demonstrate their expertise (Treem, 2016).

Knowledge work has been used as an umbrella term to describe work that
processes and produces knowledge. Knowledge work and professional work are
overlapping terms, and in many contexts synonymous, as in this dissertation,
although knowledge work is considered to cover a broader area (Alvesson, 2004).
The common conceptualization of a “knowledge worker” is an employee whose
main capital or product is knowledge (Davenport, 2005). Knowledge work is
characterized by its focus on “non-routine” tasks requiring convergent, divergent,
and creative thinking (Reinhardt, Schmidt, Sloep, & Drachsler, 2011). It is worth
noting that knowledge work requires individuals to continually develop them-
selves to respond to the constantly changing business context (Drucker, 1994).
This means that workplace roles and related competences in the knowledge econ-
omy are in a constant state of flux as organizational expectations change in re-
sponse to these contextual changes, and knowledge workers themselves craft
their jobs in order to exert control over these changing expectations (Wrzesniew-
ski & Dutton, 2001).

As framed above, in this dissertation I lean on a relatively broad conceptu-
alization of KIFs based on the definitions by Von Nordenflycht (2010) and Alves-
son (2004). Of particular relevance for this dissertation is the observation that, for
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KIFs, communication about their expertise is a fundamental part of their func-
tioning, and they are therefore dependent upon their employees’ collective abil-
ity to demonstrate their knowledge and expertise through communicative action.
During the past decade, the context in which knowledge work is conducted has
changed rapidly. This change has been accelerated by the evolution and in-
creased adoption of communication technologies such as social media in organi-
zations, increasing the importance and amount of communicative action at work
(Knoblauch, 2020). Due to the increased importance and extent of this so-called
communicative work, the significance of communicative abilities in conducting
knowledge and professional work has consequently increased, as argued in this
dissertation.

1.2.2 Social media

The technological context and one of the systemic elements of the dissertation is
digital communication technology, particularly social media, which allows any-
one “to create, circulate, share, and exchange information in a variety of formats
and with multiple communities” (Leonardi & Vaast, 2017 p. 150). Social media
builds on the ideological and technological foundations of Web 2.0 as a platform,
which has evolved from being merely a communication channel to a platform on
which content is created and modified by users in a participatory and collabora-
tive manner (Kaplan & Haenlein, 2010). Social media platforms in organizational
contexts that include a networking function can be divided into public social-
networking sites (SNSs), such as Facebook, LinkedIn, and Twitter, and enterprise
social networks (ESNs) and internal social media (ISM), which both refer to web-
based communication arenas for employees (such as Yammer, Slack, and Face-
book’s Workplace) (Chin, Evans, & Choo, 2015; Madsen & Verhoeven, 2016).

In this dissertation, the focus is primarily on the use of platforms that are
public, such as Facebook, LinkedIn and Twitter. On these platforms, employees
communicate through their personal social media profiles, over which they have
individual rights and responsibility. These profiles are often public and person-
ally identifiable. This means that employees have their identities at stake when
communicating on social media for work and professional purposes. When com-
municating about work or related topics on social media, employees are encour-
aged to affiliate themselves with their organizations (see article III). When em-
ployees link their employer to their social media profiles, they become represent-
atives and ambassadors of their organization and its cause (Siegert & Lowstedt,
2019).

Social media is not simply a technology, but also represents a context that
differs in important ways from traditional (e.g., face-to-face) and other digital
(e.g., email) ways of interacting and communicating (Baym & boyd, 2012; Boyd
& Ellison; 2007; Kaplan & Haenlein; 2010; Mcfarland & Ployhart, 2015). One per-
spective for describing these differences between social media and other types of
media has been the affordance perspective, which offers "a theoretical grounding
in the relationships between users and technology, and therefore a middle path
between deterministic and constructivist stances" (Rice et al., 2017 p. 107). The
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affordance approach does not describe the features of technology as such but re-
lationships between people and the objects they use (Gibson, 1986, Treem &
Leonardi, 2013). Media affordances refer to “relationships among action possibil-
ities to which agents perceive they could apply a medium (or multiple media),
within its potential features/capabilities/constraints, relative to the agent’s
needs or purposes, within a given context” (Rice et al., 2017 p. 109). A literature
review of enterprise social technologies by Treem and Leonardi (2013) reveals
that these technologies demonstrate four types of affordances, namely visibility,
persistence, association and editability. These affordances seem to both enable
and constrain social action (Laitinen & Sivunen, 2020). The affordance approach
has also been applied to the work-related use of external social media (e.g. Siegert
& Lowstedt, 2019), and in this dissertation it is considered one of the key mecha-
nisms explaining the social media disruption of the corporate communication
system.

1.3 Scope and structure of the dissertation

The dissertation explores communicative work within the corporate communi-
cation system. The impetus for the research stemmed from curiosity about how
social media use by employees is affecting the corporate communication system,
and the type of consequences it has, not only at individual and organizational
levels, but also at a societal level. In the field of management, the societal impact
of research is often reflected in managerial practice (Bartunek & Rynes, 2010).
Following this line of thinking, scoping this dissertation included the prioritiza-
tion of aspects that were considered to be relevant, as well as advancing
knowledge in the field of corporate communication management (and society by
extension).

In this dissertation ‘management’ refers to the process of using authority to
design conditions for conducting work. The process of management includes
managers as well as those who are influenced by the management. Therefore, to
generate new knowledge that would provide breadth and depth for the purposes
of practical impact (i.e. relevance), it was important to include both managers’
and employees’ point of view in the studies comprising this dissertation. This
made it possible to identify the common ground and gaps between employees’
current state of beliefs and action, and management's perspective on role expec-
tations and managerial practices in use.

This concludes the introduction, which has aimed to describe the research
objective and phenomena of interest, and has sought to position the dissertation
in the current academic discussion. It has also briefly summarized the research
contexts of the appended research articles, relating them to the ongoing changes
in the corporate communication system. In chapter 2, the focus will be on outlin-
ing the literature that has informed the dissertation, ranging from management
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to organizational behavior and social psychology, with the aim of briefly explain-
ing the theoretical frameworks and characteristics that are of relevance to the re-
search. Chapter 3 will include a brief discussion on the philosophical foundations
and methodological choices for this research compilation, as well as details about
the methods employed in the research articles. Chapter 4 consists of summaries
of the appended research articles and reflections on the findings in relation to the
prior literature. Chapter 4 concludes by reflecting on the key findings with regard
to each of the research questions, RQ1-RQ5. Lastly, in chapter 5, the conclusions
and implications of the dissertation are discussed, arguing that employees’ com-
municative action and ability have increased their significance in corporate com-
munication systems, particularly in specific contexts, and have required organi-
zations to reconfigure their communication management systems. These argu-
ments increase understanding of the current systemic change within corporate
communication, in which new technology and new ways of working are shaping
work roles and related competences, and ultimately the management of the
whole system. This discussion attempts to help practitioners, scholars and poli-
cymakers by drawing their attention to the effects of communicatization in work-
ing life. Finally, Appendices 1-5 include the original research articles upon which
the dissertation is built. The research articles and author contributions are intro-
duced in Table 1.

TABLE1 The articles included in the dissertation and author contributions
Article Research Research de- | Analysis, re-
problem sign and data | sults, and
and litera- writing
ture
I) Pekkala, K., Valentini, C., & Luoma- Mainly re- Mainly re- Mainly re-
aho, V. Communication competence as a | sponsible for | sponsible for | sponsible for
precondition for communication behav- | the research | the research structuring

ior - Tracing the history of communica-
tion competence of organizational advo-
cates.

(Book chapter - accepted for publication.)

problem and
literature re-
view.

design and
conceptual
work.

and writing
the article.

IT) Pekkala, K. (2018). Employees consti-
tuting corporate voice as sensemakers
and sensegivers.

(Conference paper presented at the 68th
Annual International Communication
Association Conference, Prague, Czech
Republic.)

Solely re-
sponsible for
the entire re-
search arti-
cle.

Solely respon-
sible for the
entire re-
search article.

Solely respon-
sible for the
entire re-
search article.

III) Pekkala, K. (2020). Managing the
communicative organization: a qualita-
tive analysis of knowledge-intensive
companies. Corporate Communications: An
International Journal, 25(3), 551-571.
doi:10.1108 / CCIJ-02-2020-0040

Solely re-
sponsible for
the entire re-
search arti-
cle.

Solely respon-
sible for the
entire re-
search article.

Solely respon-
sible for the
entire re-
search article.
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IV) Pekkala, K., & Van Zoonen, W. Is it Solely re- Mainly re- Shared re-
my job or not? Employees’ perceptions of | sponsible for | sponsible for | sponsibility in
their communicative role, its antecedents | the research | the concep- analyzing the
and relationship to work-related commu- | problem and | tual develop- | data and in-
nication in social media. literature re- | ment of the terpreting the
(Submitted manuscript.) view. research de- results.
sign and data
collection. Shared re-
sponsibility
for explicat-
ing the theo-
retical contri-
butions, and
for writing
the research
article.
V) Pekkala, K., & Van Zoonen, W. (2021). | Solely re- Solely respon- | Mainly re-
Work-Related Social Media Use: The Me- | sponsible for | sible for the sponsible for
diating Role of Social Media Communica- | the research | conceptual analyzing the
tion Self-Efficacy, European Management problem and | development | data, inter-
Journal. (ahead-of-print) literature re- | of the re- preting the re-
doi:10.1016/j.em;.2021.03.004 view. search design | sults, explicat-
and data col- | ing the theo-
lection. retical contri-

butions and
writing the re-
search article.

An external service provider transcribed the majority of the interviews conducted for re-
search article III. The author reviewed the interview transcripts to ensure that they pro-

vided an accurate account of the interviews.

Language editing services were used for all of the research articles. The author reviewed
every change made by the professional editor, correcting possible misunderstandings.
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2 LITERATURE REVIEW

Seeking to understand systems and their change often calls for dealing with a
range of different perspectives spanning several academic disciplines (Clarke &
Crane, 2018), as is the case with this dissertation, particularly the compilation
part in hand. The following literature review draws on multiple disciplines such
as communication, management, organizational behavior, sociology and social
psychology in order to understand the embeddedness of communicative action
within knowledge work and the related systemic change in the field of corporate
communication.

The overview of the literature begins by describing the theoretical founda-
tion of the dissertation, namely the communication-centric approach to organiz-
ing. The communicatization process as an extension of the mediatization of to-
day’s society is also introduced, and one of its outcomes defined, namely com-
municative work in the context of this dissertation. Second, the literature and re-
cent research related to employees' communication behavior on social media is
discussed. This is followed by the conceptualization of employees’ communica-
tion behavior on social media as reasoned behavior, and an elaboration of the
rationale for the conceptualization used in this dissertation. Thirdly, an overview
is provided of the body of literature from the field of management, which creates
a foundation for understanding the management of employee communicators.
The overview concludes by examining how these above-mentioned elements are
linked to corporate communication at a system level.

2.1 Communication-centric view

This dissertation is compiled from a perspective that places communication at
the center of all human functioning, including the functioning of organizations.
This communication-centric perspective highlights that “human beings are fun-
damentally communicating and organizing creatures”, and define themselves
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largely through various communicative connections and organizational mem-
berships (Mumby & Kuhn, 2019 p. 3). Therefore, the dissertation views employ-
ees’ communication as constituting organizational realities and representations,
and hence follows the thinking of the communicative constitution of organiza-
tions (CCO), particularly a structuration view of it, which is based on Giddens’s
structuration theory (ST) (McPhee, & Zaug, 2000). The structuration view of CCO
belongs to the family of system theories and emphasizes individuals” communi-
cative agency in organizing (McPhee 2015; McPhee & Zaug, 2000; Putnam &
Mumby, 2014). According to McPhee (2015), “ST’s main tenets are that agents -
always necessarily human - are not only situated in but also produce and repro-
duce a spatiotemporal context including knowledge and material resources; re-
lations with others whose acts and strategies can affect their plans and resources;
and broader environmental and social-structural features” (p. 3). Following this
line of thinking, this dissertation suggests that “employees” communicative role
is not static; instead, it is constantly produced and reproduced based on the de-
mands of the communicative environment and the organizational and individual
communication goals” (article II p. 10).

The structuration view of CCO provides a theoretical starting point for an-
alyzing employees” communicative action and its constitutive function in corpo-
rate communication outcomes, such as corporate identity and reputation. The
CCO perspective also provides a fruitful lens for examining the distribution of
communicative work. Over the last few decades, the neoliberal transformation of
production has reshaped how communicative action is valued, and has increased
the interdependence between individual communicative action and organiza-
tional function (Mumby & Kuhn, 2019). Hence, CCO provides a perspective with
which to assess the embeddedness of communicative action within knowledge
work, and the outcomes of such communicative action in relation to organiza-
tional performance and competitiveness. Within this view, employees, through
their communicative action, constitute organizational realities by linking individ-
uals together, establishing boundaries, shaping operations, adapting interaction,
and situating the organization in its environment (McPhee, 2015; McPhee & Zaug,
2000). In this dissertation, this approach is applied in the context of employees'
social media communication with external stakeholders within the knowledge
economy.

Cooren et al. (2011) point out that there is an intersection between CCO and
management and organization theory. In their opinion, the application of the
CCO approach can advance the research in these areas by providing an alterna-
tive approach to looking at “the reasons for a firm'’s existence, its logics of internal
operations, the locations of its boundaries, and its sources of competitive ad-
vantage” (Cooren et al., 2011 p. 1157). They also point out that despite the proven
relevance, communicative theorizing has not yet been able to provide explana-
tory resources for understanding transaction costs and governance, institutional-
ized cognitive rules and practices, and evolving competencies and capabilities
from the organization and management theory point of view. This dissertation
aims to address some of the gaps mentioned by Cooren et al. (2011) by exploring
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how employees” communication behavior, which is assumed to constitute organ-
izational realities and representations, is managed in contemporary organiza-
tions.

2.2 Communicatization and communicative work

Following the systemic change perspective, the development and the increased
use of digital media, particularly social media, which allows anyone “to create,
circulate, share, and exchange information in a variety of formats and with mul-
tiple communities” (Leonardi & Vaast, 2017), can be seen to disrupt (for its part)
the functioning of the corporate communication system, and requires at least
some “reinvention” in regard to how it is approached in academia (Cornelissen,
2017 p. 39). One of the ways to explain this disruptive mechanism has been
through the concept of mediatization, which is used to analyze “the interrelation
between changes in media and communications on the one hand, and changes in
culture and society on the other” (Couldry & Hepp, 2013 p. 197). When the for-
malization of employees’ communicative role is understood as an element of a
systemic change, it becomes clear that work as such is undergoing changes in
conjunction with an evolving media environment. Hence, this dissertation relies
on the concept of mediatization and its recent extension - “communicatization”
- to serve as a sensitizing device in efforts to identify the ongoing changes.

Mediatization is perceived as an overarching phenomenon describing the
relationship between changes in media and society (Knoblauch, 2020). The recent
extension of mediatization is characterized by “digitalization, interactivation and
the spread of communication work”, to which end it has been proposed that it
should be termed communicatization (Knoblauch, 2020 p. 234). Communicatiza-
tion is a process in which communicative action becomes a source of productivity.
Within this view, communicative action as such “can produce products, perform
services, create structures, and develop basic social differences and affiliations”
(Knoblauch, 2020 p. 240). It is worth acknowledging that communicative action
has always contributed to these processes. The concept of communicatization,
however, suggests that the value of these processes is materialized largely
through communicative action. Reflecting communicatization, communication -
which has typically been relegated to a secondary status in management and or-
ganization studies thinking - is increasingly understood as a key site of value
production (Dean, 2014; Kuhn et al., 2017, Mumby & Kuhn, 2019; Rensstam &
Ashcraft, 2014).

Communicatization - particularly in regard to its characteristic of interacti-
vation - is related to affordances of digital communication technology as it “turns
technology into a communication technique and any workings of technologies
turn into communication... For the people involved, it results in a transformation
of more and more work into communication work” (Knoblauch 2020, 242). To
conceptualize communicative work, this study draws upon Madsen and
Verhoeven (2019) to capture the formal nature of communicative work produced
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through managers’ or peers’ expectations, and to define it as “a set of communi-
cation activities that an employee is expected to perform” (p. 146). In line with
Thomas (1999), (communicative) work can also be initiated by the expectation
the person places on herself/himself. Accordingly, communicative work is defined
in this dissertation as communicative action conducted intentionally, driven by expecta-
tions and requiring some effort or resource from an individual.

Although the characteristics and some of the consequences of communi-
catization have been described in the literature, little empirical research has fo-
cused on how employees and managers deal with communicatization, and par-
ticularly the increased significance and amount of communicative work. When
aiming to understand the changes in the corporate communication system, com-
municatization is used as a key anchoring concept within this literature review.
The focus is particularly on characteristics of the communicatization process that
relate to affordances of social media. In this vein, the next section introduces
some of the literature focusing on employees” work-related communication be-
havior on social media, and demonstrates how communicatization is shaping be-
havior. Understanding employees” communication behavior will duly broaden
knowledge of how these behaviors can be managed, as discussed in section 2.4.

2.3 Employees’ communication behavior on social media

Employees' communication behavior on social media has received increasing at-
tention among communication scholars, largely because of its effects on im-
portant organizational outcomes such as organizational reputation (Helm, 2011;
Kim and Rhee, 2011), increased visibility of corporate products and services
(Dreher, 2014), increased sales performance (Ancillai et al., 2019), enhanced em-
ployer brand (Mangold and Miles, 2007), and the generation of new knowledge
(Mazzei, 2014).

When using social media for work-related purposes, employees represent
their organizations online through their personal social media profiles (Dreher,
2014). The literature calls employees who engage in this activity employee advo-
cates, ambassadors, external communicators, or corporate communicators (An—
dersson, 2019; Cornelissen, 2017; Cervellon & Lirio, 2017; Dreher, 2014; Huotari
et al., 2015; Men, 2014). More explicitly, Men (2014, p. 262) defines employee ad-
vocacy as “the voluntary promotion or defense of a company, its products or
brands by an employee externally”. Similarly, Gelb and Rangarajan (2014) define
a brand ambassador as an employee who represents, gathers information, and
defends the organization. By engaging in these activities, employees likewise en-
gage in communicative action. Hence, these constructs can be seen to be built on
Kim and Rhee’s (2011, p. 246) idea of “megaphoning”, which refers to “employ-
ees’ positive or negative external communication behavior about their organiza-
tions”.
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An employee ambassador or advocate may have a variety of ways to com-
municate on behalf of their organization and contribute to its goals on social me-
dia. Vos (2017), for example, has suggested that individuals can draw attention
to a topic, influence the direction of the debate, show accountability to maintain
legitimacy or gain acceptance, educate publics and engage social media users to
provide input and participate in joint problem-solving (Vos, 2017 pp. 18-19).
Through these activities, employees enact communicative roles through which
they embody, promote and defend their organizations, scout for information and
insights about the operating environment, and build and maintain relationships
with stakeholders (Madsen and Verhoeven, 2019) (see also article III). Many of
these behaviors and roles are new to employees, and require resources and com-
petences that they did not need before the advent of social media in the work-
place.

The literature explains that communication on social media, through its af-
fordance of visibility, demands some level of self-disclosure, referring to the “rev-
elation of personal information that is consistent with the image one would like
to give” (Kaplan & Haenlein, 2010 p. 62). As a consequence, social media com-
munication is inherently strategic and relational as it allows its users to enact in
processes of “seeing and being seen” alike (Brighenti, 2007 p. 325). Following the
earlier literature suggesting that work-related social media communication is
strategic by nature (e.g., Andersson, 2020), I elaborate on an assumption that
these behaviors are also intentional. Therefore, the literature review part of this
dissertation builds on the framework of the Reasoned Action Approach (RAA),
which is the most current form of the Theory of Planned Behavior (TPB) (Ajzen,
1991), in order to understand the communication behaviors of employees. With
this in mind, Figure 2 depicts employees” work-related communication as a rea-
soned action, and its relationship to the management of employees' communica-
tion behavior and communicatively constituted organizational reality (applied
from the reasoned action model by Fishbein & Ajzen, 2010).
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Management of employees’ communication behavior

Individual, social, information related background factors

Behavioral beliefs N tive belief Control beliefs
Attitudes toward the ormative beliets Perceived behavioral

. Perceived norm
behavior control

—

Intentions

Work-related social media communication

Communicatively constituted organizational reality and representations

FIGURE 2 Work-related communication as reasoned action, applied from the reasoned
action model by Fishbein & Ajzen, 2010.

The TPB has been widely applied in the field of communication (Ajzen, 1991),
and has been used to study individuals’ social media use (e.g., Baker & White,
2010; Pelling & White 2009, Van Zoonen et al., 2014). Moreover, the TPB has been
successfully applied to explain new technology use and information sharing
among knowledge workers (Lewis, Agarwal and Sambamurthy, 2003). Accord-
ing to the theory, three factors influence behavioral intentions and subsequent
behavior: (a) attitudes toward the behavior, (b) normative guidance regarding
the behavior, and (c) perceived behavioral control (i.e. self-regulation) over per-
forming the behavior (Ajzen & Fishbein, 1980; Ajzen, 1991; Fishbein & Ajzen,
2010).

The most recent form of the TPB is called the reasoned action approach
(RAA). Within this framework, the background factors determine the beliefs to-
ward the behavior, while the beliefs determine the attitudes and perceived norms
and control related to the specific behaviors (Fishbein & Ajzen, 2010). Attitudes
refers to the reasonableness of the respective behavior - for example attitude be-
liefs may imply how useful or salient employees perceive their social media use
for their work; normative guidance refers to the perception of the extant norma-
tive environment such as expectations related to the particular behavior - for ex-
ample whether an employee perceives that social media use for work is an ex-
pected part of their work; and the perception of self-regulation over the behaviors
refers to whether an individual believes the behavior in question is personally
achievable, namely how self-efficacious they feel.

According to Fishbein and Ajzen (2010), it is not possible to design effective
management interventions for any system dependent on human action without
a thorough understanding of the factors that determine human behavior. This
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perspective is also promoted within the behavioral management tradition dis-
cussed in section 2.4. Hence, I apply the framework of the reasoned action ap-
proach (RAA), which “encourages the incorporation of unique constructs from
divergent disciplinary perspectives” (Fishbein & Ajzen, 2010 p. 2) within this
chapter to discuss attitudes (perceived opportunities and risks), normative envi-
ronment (expectations and roles) and behavioral control (self-efficacy) related to
employees’ communication behavior on social media. These constructs are at the
heart of the RAA, which offers insights into the ways in which people think about
the behavior, about its likely consequences, the demands placed on them by oth-
ers, as well as the required resources.

Finally, it is worth mentioning that the literature focusing on employees’
communication behavior on social media, and particularly communicative action
for work-related purposes, has been emerging, widening and deepening rapidly
during the past decade (El Quirdi et al., 2015; Lee, 2020). In the next sections of
this dissertation, I will focus in particular on the literature related to factors
within the RAA, mainly drawing on the literature of organizational and corpo-
rate communication, sociology and social psychology.

2.3.1 Behavioral beliefs and attitudes (opportunities and risks)

According to RAA, people hold beliefs about the positive or negative conse-
quences they might encounter if they performed a particular behavior. Conse-
quently, these beliefs influence individuals’ attitudes toward personally per-
forming the behavior (Fishbein & Ajzen, 2010, p. 20). The actual performance of
the behavior is hence perceived to result in more positive than negative outcomes.

Previous research on employees’ beliefs about the positive consequences of
their work-related communication on social media indicates that they consider it
increasingly important for organizational and individual performance (Falk-
heimer et al., 2017). More explicitly, empirical studies have found that the major-
ity of employees think that they have an important role in building organiza-
tional reputation (Schaarschmid & Walsh, 2020), and that through social media
employees are able to enhance their employability and career development
through personal branding in an increasingly precarious labor market (Khedler,
2019; Pagis & Ailon, 2017; Van Zoonen & Treem, 2019). This is at least partially
due to employees’ perception that they can use social media to enhance their pos-
itive self-image and promote self-relevant information, thereby generating favor-
able impressions (Ollier-Malaterre, Rothbard, & Berg, 2013; van Zoonen et al.,
2018). Such impression management can be seen as particularly relevant in the
knowledge sector, where it is important for employees to make their experience
and expertise visible to others (Treem & Leonardi, 2013; Van Zoonen et al., 2016).
Employees are also increasingly aware that employers are gathering information
from online sources via social media and search engines to help them decide
whom to recruit, hire, promote or fire (Berkelaar & Buzzanell, 2015). Additionally,
individuals who experience stronger professional or organizational identities are
more likely to combine social and work connections in social media networks
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(Fieseler et al., 2015). Moreover, Leftheriotis and Giannakos (2014) found that en-
joyment and other hedonic values are considerably related to employees” usage
of social media at work, such as communicating with colleagues or sharing work-
related knowledge.

Although an extensive body of literature has identified that individuals
have positive beliefs related to social media use for work purposes, an increasing
amount of literature is acknowledging the negative consequences that may affect
employees’” beliefs and attitudes toward work-related social media use. Social
media and its use across contexts is suggested to be blurring the traditional
boundaries between private and public, and personal and mass communication
(Baym & boyd, 2012), duly challenging the ways in which individuals are used
to managing these. The recent literature has, for example, identified that employ-
ees are often concerned about their privacy when communicating on social media,
and have therefore been found to evaluate the benefits and risks before disclosing
any personal information (Ashurin, Dvir-Gisman, & Halperin, 2018). Addition-
ally, the research focusing on social media use and employee wellbeing has
found that employees may perceive social media use as stressful, due to the ina-
bility to cope with technology-related demands such as work-life conflict, over-
supply of possibly relevant information, and constant connectedness and inter-
ruptions (Ayyagari, Grover, & Purvis, 2011; Bucher et. al., 2013; Oksa, Saari,
Kaakinen & Oksanen, 2021; van Zoonen, Verhoeven & Vliegenthart, 2017). The
stress individuals experience related to their use of information and communica-
tion technologies has been referred to as technostress, a “modern disease of ad-
aptation caused by an inability to cope with new computer technologies in a
healthy manner” (Brod, 1984). Understanding the negative consequences of so-
cial media use and how they could be mitigated becomes increasingly important
when communicative work becomes more distributed.

Empirical studies have also found that beliefs toward communication be-
havior have a relational dimension, and when employees perceive that their re-
lationship with their organization is good, their intentions to share work-related
information on their personal social media accounts increases (Lee, 2020). Inter-
estingly, when employees feel pride in their employer's online image, their
awareness that they can contribute to how external stakeholders, such as custom-
ers, evaluate the company, increases (Schaarschmidt & Walsh, 2020). Moreover,
recent research has demonstrated that the perceived importance of social media
communication positively influences employees’” predisposition toward taking
communication responsibility (Andersson, 2019). However, some scholars have
highlighted that all employees may not necessarily be aware of this, and therefore
not prepared to take an active communicative role themselves, which is seen to
indicate a research gap and a managerial challenge (Helm, 2011, p. 657)

In summary, the extant literature suggests that employees have both posi-
tive and negative attitudes toward work-related social media use. Given the in-
creased use of social media for work-related purposes, it seems that the benefits
of work-related social media use often neutralize the negative beliefs in the minds
of employees, particularly in relation to branding being a "neoliberal imperative"
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(Kuhn, Ashcraft & Cooren, 2017 p. 181), which increasingly calls for making our
expertise and connections visible (Mumby & Kuhn, 2019). As Mumby and Kuhn
(ibid.) posit, “we are socialized into thinking and acting as individual enterprises”
(p. 153), which indicates that the normative environment is encouraging individ-
uals to engage in social media. Given that social media use for professional pur-
poses is a relatively new phenomenon, it is also worth noting that attitudes to-
ward it may change constantly, as people learn about the different types of uses
and their consequences.

2.3.2 Normative environment (expectations and roles)

According to the RAA, individuals” perception of the normative environment is
one of the key constructs that predict their intentions and behavior. Norms refer
to mental representations of appropriate (i.e. acceptable or permissible) behavior
in a group or society (Parsons, 1964), and therefore guide one’s behaviors. For
example, the symbolic interactionist tradition (e.g., Goffman, 1958) suggests that
norms provide meaning by structuring the situation and providing guidelines
regarding appropriate or inappropriate behavior. This dissertation follows the
thinking of Fishbein & Ajzen (2010) in viewing norms as perceived social forces
that influence whether an individual is likely to perform a given behavior or not.

In the literature of reasoned action, one of the central constructs is the sub-
jective norm (Ajzen 1991; Fishbein & Ajzen, 2010), which refers to an individual’s
perception of how important others (e.g. managers) or groups prescribe, desire
or expect the performance or non-performance of a specific behavior. These types
of norms have also been conceptualized as injunctive norms (what should or
ought to be done) and descriptive norms (whether others are performing the be-
havior in question or not) (Cialdani, Reno, Kallgren, 1990; Fishbein & Ajzen,
2010).

Fishbein and Ajzen (2010) highlight that although injunctive norms are per-
ceived at an individual level, they often concern a behavioral rule or prescription
that applies equally to all members of the population that are in a particular role,
position or social environment (p. 134). When studying norms and expectations
in an organizational context, it is particularly important to understand the collec-
tive nature of norms. These collectively formed beliefs and expectations toward
social media use at work can be assumed to evolve as knowledge about the dif-
ferent types of uses and their consequences increases.

When studying work-related communication behavior, it is important to
acknowledge the contractual nature of work and particularly workplace roles
that convey normative beliefs. Here, role theory (Biddle & Thomas, 1966) be-
comes helpful in explaining how the changes in norms and expectations affect
changes in beliefs and behavior among knowledge workers. According to role
theory, roles emerge from expectations within a particular context (Katz & Kahn,
1978). In the context of work, roles have typically been divided into two catego-
ries. In-role behaviors refer to expected behaviors that directly contribute to the
core production of the organization (Katz, 1964; Van Scotter et al., 2000). On the
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other hand, employees voluntarily enact extra-role behaviors, which are not for-
mally required by the job (Bolino, 1999; Grant and Mayer, 2009). Behaviors that
include exceeding formal job requirements are often referred to as organizational
citizenship behaviors (OCB), meaning “individual behavior that is discretionary,
not directly or explicitly recognized by the formal reward system, and that in
aggregate promotes the effective functioning of the organization” (Organ, 1988
p-4).

Employees’ communication on social media is largely viewed as voluntary,
extra-role behavior (e.g. Helm, 2011; Lee, 2020), and it is often defined as an ex-
tension of organizational citizenship behavior (OCB) (Schaarschmidt & Konsgen,
2019). This is not to say that organizational expectations or other sources of nor-
mative guidance have not been acknowledged in the existing literature. Studies
certainly suggest that employees may be extrinsically guided to use social media
for work-related purposes (e.g., Hansen & Levin, 2016; Leftheriotis & Giannakos,
2014) and may feel normative pressure to do so (Walden, 2018), but despite these
recent findings, employees’ communicative role has still been predominantly
conceptualized as extra-role behavior, meaning behavior that the employee vol-
untarily chooses to enact or not.

This dissertation identifies two main reasons why the conceptualization has
not been questioned before (see also article IV). The first relates to the history of
employees’ communicative role, which has changed fundamentally in recent
years in accordance with the post-Fordist organization and the emergence of dig-
ital communication technologies (Alvesson, 2004; Andersson; 2020). The second
reason relates to the history of the conceptualization, which can be traced back to
an article by Van Dyne, Graham & Dienesch (1994), where they discuss repre-
sentative behaviors and conceptualize them as OCB. Since then, employees' com-
munication behavior has been predominantly conceptualized in the literature as
an extra-role behavior (Organ, 1977), and one that is seldom included in formal
job descriptions.

However, the recent literature suggests that the entanglement of social me-
dia in working life has created new expectations toward employees’ social media
use for work-related purposes (Andersson, 2019; Walden, 2018; see also article
III), which has further driven the formalization of employees’” communicative
role (Andersson, 2019; Madsen & Verhoeven, 2019; Pekkala & Luoma-aho, 2017).
As Andersson (2020) posits, “employees’” communication role and communica-
tion responsibility increasingly explicitly present dimensions of employees’ work,
regardless of whether or not management attempts to formalize the communica-
tionrole” (p.17). This indicates that the normative environment is changing, and
hence the time is ripe to examine whether the increased normative guidance to
enact these behaviors has led employees themselves to perceive their behaviors
as an expected part of their work (in-role behavior), or as voluntary behaviors
that exceed job requirements (extra-role behavior), in order to understand the
motivational basis of employees’ communication behavior (Morrison, 1994). This
research gap has been addressed in article IV.
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2.3.3 Behavioral control (self-efficacy)

According to the RAA, perceived behavioral control refers to the perceived con-
trol over performance of the behavior (Fishbein & Ajzen, 2010 p. 154). The idea is
based on Bandura’s concept of self-efficacy, which in turn has its roots in social
cognitive theory (Bandura, 1997). Bandura (1991, p. 257) has defined perceived
self-efficacy as people’s beliefs about their capabilities to exercise control over
their own level of functioning, and over events that affect their lives. This belief
is argued to take into account the availability of information, skills, opportunities,
and other resources required to perform the behavior (Bandura, 2007; Fishbein &
Ajzen, 2010).

Bandura’s self-efficacy theory posits that self-efficacy affects the selection of
activity, such that individuals who perceive themselves as having the ability to
successfully engage in a given behavior will be more likely to perform that be-
havior. Conversely, individuals are not willing to engage in behaviors if they be-
lieve they will end in failure. Therefore, self-efficacy influences the respective be-
havior (Bandura, 1997). Self-efficacy differs from competence in that the former
is an individual’s belief in their own ability (Bandura, 1986), whereas competence
is often regarded as another person’s evaluative judgement of one’s behavior
(Roloff & Kellerman, 1984). This dissertation focuses on social media communi-
cation (SMC) self-efficacy, referring to employees” beliefs about their communi-
cation abilities on social media, as a predictor of their work-related social media
communication behavior (see also article V).

Self-efficacy and Bandura’s (1997) socio-cognitive theory have been used to
understand the role of self-efficacy in relation to digital technology use (Hocevar,
Flanagin & Metzger, 2014; Kim, & Glassman, 2013; Mew & Money, 2010; Sun &
Wu, 2011; Xu, Yang, Macleod, & Zhu, 2019). The majority of studies have pre-
dominantly focused on users’ technical abilities instead of communication and
content creation capabilities. Additionally, research that would center on em-
ployees’ social media use in a work context has been lacking. In this dissertation
the focus is primarily on efficacy beliefs that are related to content creation and
the strategic use of social media for professional purposes (van Deursen et al.,
2019). By addressing employees’ social media communication self-efficacy (arti-
cle V), it is possible to gain knowledge as to whether employees consider them-
selves to be prepared and capable of taking over the new communicative roles
described in the previous chapter. Hence, this will provide important insights
into current communicative capabilities in relation to new communicative forms
of knowledge work.

2.4 Management of employees’ social media communication

This dissertation focuses on employees” work-related communication on social
media, examining this type of communicative work from a corporate communi-
cation management perspective in particular. The term management is broadly
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defined here as including leadership (Mintzberg, 2009) and is understood as a
function of design, in the sense that authority is used to create conditions for in-
dividual behavior in an organizational context (Kuhn, 2008; see also article III p.
552). To understand the constantly evolving environment in which organizations
are functioning, it is helpful to look at the field of management as a continuum
of several paradigms, as each paradigmatic approach offers its own solutions to
questions such as the division and organization of labor, and the roles of em-
ployer and employee. Hence, giving a short overview of different management
paradigms will provide an explanation for why the systems perspective was con-
sidered suitable in analyzing the changes in corporate communication in this dis-
sertation.

The classical management approach consisting of writings by Taylor (1911),
Fayol (1916) and Weber (1947) can be seen as the beginning of organizing work
and its content. This is often called traditional organizing and the focus is on the
planning of work and the improvement of productivity through management
control. During the 1920s, greater attention began to be paid to the social factors
at work and to the behavior of employees within an organization. A new para-
digm duly emerged and the human relations approach began to evolve, with
writers such as McGregor (1960), Maslow (1943) and Herzberg (1966) focusing
on motivation at work, with the result that these fields of practice are commonly
called behavioral management. The principal idea in these approaches was that
managing personnel requires detailed knowledge of individual employees in
terms of their attitudes and emotions, for instance.

The third management approach introduced here, the systems approach,
emerged with an attempt to reconcile the earlier approaches (classical and human
relations) in order to encourage managers to view the organization both as a
whole and as a part of a larger environment. Systems theory as such has its ori-
gins outside management science and the term was used for the first time in 1951
by biologist Ludvig von Bertalanffy. He later named his approach general sys-
tems theory (GST). The systems approach provides a holistic lens with which to
examine organizational behavior and its management because it recognizes the
role of the interdependencies between agency, material and social in organizing
and constructing reality. According to the approach, a system is made up of com-
ponents that function systemically, meaning that a change in one system can have
an effect on the entire system. In contemporary organizations operating in the
knowledge sector, in which the employees’ agency and autonomy are central to
organizational survival, the components or sub-systems also include the systems
in which employees are held accountable through values, meanings and struc-
tures that they have initiated through role-taking. Communicative work con-
ducted by employees and the management of related behaviors can hence be un-
derstood as components of a corporate communication system. Consequently,
employees can be seen to enact agency in this system through their reasoned
(communication) behavior.
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More explicitly, this dissertation views corporate communication as a socio-
technical system (Trist et al., 1963). The socio-technical system approach consid-
ers an organization to be composed of a technical system, including both the tools
and the knowledge needed to perform the work, and a social system, which re-
sults from the combination of people, relationships, culture, and management
methods of working in the organization. As the technical system and the social
system are highly interdependent, the design of the production system as a
whole must consider the impact of technology on the social system in order to
achieve maximum effectiveness (Pasmore & Khalsa, 1993 p. 556). For example, in
relation to this study, in the digitalized working environment the social and tech-
nological systems enable enhanced connectivity, which highlights the role of vis-
ibility in organizational and individual performance (Leonardi & Treem, 2020),
and which should therefore be taken into consideration when designing condi-
tions for contemporary knowledge work. It is worth noting that the socio-tech-
nical approach differs significantly from a pure technology approach (Walker &
Guest, 1952) toward systems as it does not regard technology per se as a deter-
minant of behavior.

One of the core principles in systems theory relates to equifinality, which
refers to the feature of an open system in which “a system can reach the same
final state from differing initial conditions and by a variety of paths” (Katz &
Kahn, 1966, p. 66). In practice, this means that although the functioning of the
system is disrupted, the change in components or so-called sub-systems may en-
able the system to reach its goal. This idea has provided an interesting avenue for
this dissertation to explore the way in which organizational representation is es-
tablished although the system’s functionality has been changing in the form of
the reorganization of communicative work.

The contingency approach, an extension of the systems approach, suggests
that an organizational structure and system of management is dependent upon
the contingencies of the situation for each particular organization. Contingency
thinking could be seen to foster the emergence of strategic management ap-
proaches. Indeed, some of the early texts on strategic planning were written by
prominent systems scholars, such as Ackoff (1970), Ansoff (1965) and Church-
man (1968) (Mingers & White, 2010). The strategic planning approach empha-
sized the role of set objectives in directing organizations, and went on to become
one of the most central processes in modern management practice (Mintzberg,
1997).

The communication management literature has drawn for the most part on
two management literature streams: strategic management (e.g. Minzberg 1997)
and the related excellence approach (Peters and Waterman, 1982), focusing on
continuous improvement. According to both of these theoretical frameworks,
employees have been seen as important assets for organizations, but their moti-
vation has not been the locus of the literature among these frameworks (see also
article III). Hence, despite the increased interest in employees” work-related com-
munication, its antecedents and contributions to organizational performance and
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outcomes, a holistic understanding of how companies manage employees’ com-
munication behavior in social media has been lacking. The literature focusing on
social media policies (Banghart et al., 2018; O’Connor et al., 2016; Parker et al.,
2019) and “social media governance” to guide employees’ social media use (e.g.
Felix et al., 2017; Macnamara and Zerfass, 2012; Walden, 2018) provides only a
narrow view of the ways in which organizations manage their employees’ com-
munication, as this type of framework views employees typically either as con-
tributing to or as damaging the organizational reputation (Stohl et al., 2017), and
has not taken into account how employees are motivated and enabled to com-
municate on social media for professional purposes. Article Il in this dissertation
is among the first to explore the type of management practices that are used to
motivate and enable employees' communication behavior, the type of opportu-
nities and threats these new communicative roles pose to organizations, and how
contemporary organizations are dealing with these.
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3 METHODOLOGY AND EMPIRICAL EVIDENCE

The first subsection of this methodology chapter introduces the philosophical un-
derpinnings of the study as a whole. The research approach is then discussed,
along with the methods for data collection and the analysis carried out in the
empirical studies comprising the dissertation. Finally, the chapter discusses mat-
ters pertaining to the selected research strategy in order to assess the quality and
ethics of the process in which the knowledge is produced.

3.1 Pragmatism as a worldview - a foundation for the research

The purpose of this dissertation is to generate new knowledge about employees’
work-related social media communication and its management, in order to un-
derstand the distribution of communicative work within the corporate commu-
nication system. I look at this phenomenon from the management perspective,
and hence this study considers that the field of corporate communication is a
subfield of management science. My professional background in corporate com-
munication management has allowed me to experience at first hand some of the
transformation within the corporate communication system that relates to the
adoption of social networking tools in organizations, and particularly their use
among organizational members. Therefore, for me, it was clear that the goal of
this study would be to contribute to the resolution of genuine problems that have
emerged in conjunction with this change, and to equip managers and employees
with knowledge about the embeddedness of communicative work within the
knowledge economy, and the challenges and opportunities it creates for organi-
zations.

The nature of this scientific inquiry builds on a pragmatist worldview char-
acterized by its focus on research having a practical value (Wicks & Freeman,
1998). The common commitment of founding pragmatists such as Charles Sand-
ers Peirce, William James, John Dewey and George Herbert Mead was the devel-
opment of a philosophy of science that is relevant to, and informed by, human
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experience and practice (Simpson, 2009). Such pragmatists admit that the
knowledge of reality is socially bound and each individual is a participant in the
social world. So irrespective of whether we are researchers or practitioners, we
all “continuously construct and re-construct the social meanings that shape our
thought and actions” (Simpson, 2009, p. 1333). Therefore, taking a pragmatist
stance in this dissertation, I admit that my previous experience in corporate com-
munication management and other social engagements constantly shapes my
thinking as a researcher, and has affected the ways in which I have explored and
reconstructed meanings within this dissertation.

Pragmatism has been gaining traction among management and organiza-
tional researchers in recent years (e.g. Kelemen, Rumens, & Vo, 2019; Martela,
2015; Watson, 2010). One of the reasons for its increasing popularity is that it al-
lows scholars to move beyond the clash between (post-)positivist and construc-
tivist research methodologies used in management and organization studies, and
to overcome their ontological dichotomies through emphasizing the value of
knowledge, with the contention that whether knowledge is, in fact, knowledge
can be judged by assessing how useful it is (Wicks & Freeman, 1998). As Sayer

(1992) states: "...to be practically adequate knowledge must generate expecta-
tions about the world and about the results of our actions that are actually real-
ised..." (p. 69).

One of the key features of a pragmatist worldview entails viewing the
world and the systems in it as continuous. Charles Sanders Peirce (1839-1914),
one of the above-mentioned ‘classical pragmatists’, introduced the term syn-
echism to refer to a perspective in which the world is viewed in terms of continua
rather than binaries, explaining it thus: "The word synechism is the English form
of the Greek (synechismos), from (syneches), continuous..., . . . Thus materialism
is the doctrine that matter is everything, idealism is the doctrine that ideas are
everything, dualism is the philosophy which splits everything in two. In like
manner, | have proposed to make synechism mean the tendency to regard eve-
rything as continuous."

Viewing the word as continuous explains many of the principles of prag-
matism. These include rejecting dichotomous either-or thinking, agreeing that
knowledge is generated from person-environment interaction, and viewing
knowledge as both constructed and as resulting from empirical discovery. Addi-
tionally, pragmatism takes the ontological position of pluralism with its attempt
to interconnect the subjective, intersubjective and objective parts of the world,
and the epistemological position that there are multiple routes to knowledge.
Scholars espousing the pragmatist worldview often make “warranted assertions”
rather than claims of unvarying truth, which arises from an idea that knowledge
is evolutionary (Johnson & Onwuegbuzie, 2004).

According to Johnson & Grey (2010), pragmatism is generally considered to
be a liberal philosophy that rejects dogmatism and allows the actual research
question to drive the scientific inquiry. It thrives on learning from differences and
encourages multidisciplinary scientific work. It also recognizes the benefits of the
balance and compromise that enable decision-making based on the best possible
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route to knowledge in each unique moment and setting (ibid.). In light of this, a
pragmatist position allows me to look at the embeddedness of communicative
action within knowledge work as part of corporate communication from the sys-
temic perspective.

However, this liberality should not be misunderstood as an “anything goes”
approach. Instead, akin to Andersson (2020), I perceive it as an aspiration to ac-
cept multiple perspectives and to constructively engage with them, rather than
simply rejecting or disqualifying them due to a disagreement over the nature of
their claims (p. 54). According to the pragmatists, by doing this, members of ac-
ademia are able to continually modify our webs of belief in the pursuit of “usable
knowledge and social justice” (Johnson & Grey, 2010 p. 89).

Founded on the worldview of pragmatism, this dissertation comprises five
individual studies, some of which are more constructivist, while others, espe-
cially the quantitative ones, are more positivist in their methodological orienta-
tion. In this compilation part, these studies become interconnected and together
contribute to the multiple perspectives of the phenomena of interest, with the aim
of generating practical value. I acknowledge that although my aim is to look at
these phenomena holistically from a systemic perspective, this will only provide
a partial view of them. However, I believe that this multidisciplinary and multi-
method research approach will allow me to grasp knowledge that has value in
terms of practice and future theorizing.

3.2 Mixed methods research - an overarching methodological
strategy

In order to gain in-depth and broad knowledge of a novel phenomenon, this dis-
sertation adopts a mixed methods research methodology and follows its guiding
principle - methodological eclecticism - which refers to selecting and synergisti-
cally integrating the most appropriate research approaches (e.g., use of qualita-
tive and quantitative viewpoints, data collection, analysis, inference techniques)
to thoroughly investigate a phenomenon of interest (Johnson et al., 2007; Teddie
& Tashakkori, 2010).

According to Smith (1975), different methods may illuminate different as-
pects of a phenomenon, and he posits that we might indeed make better judge-
ments if we could pool information on multiple aspects at the same time. For
practitioners of mixed methods research, often having either a pragmatist or a
critical realist mindset (Saunders, Lewis, & Thornill, 2016), the nature of the re-
search question, the research context and likely research consequences are driv-
ing forces determining the most appropriate method choice. Both quantitative
and qualitative approaches are valued and the exact choice will be contingent
upon the nature of the research (Molina-Azorin, 2018).

As this dissertation comprises separate studies focusing on different aspects
of the same phenomena, the collective work can be perceived as a mixed methods
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program in which “the mixing occurs across a closely related set of studies”
(Johnson et al., 2007 p. 123). The common denominator for all of the studies in
this dissertation is employees' work-related communication on social media, and
the spread and expansion of corporate communicative work.

The relative liberty offered by the pragmatist position in terms of “accepta-
ble” methods and data warranted the use of multiple methods. Hence to provide
different perspectives or, in Smith's (1975) terms, aspects of the phenomenon, the
studies that comprise this dissertation apply both inductive and deductive re-
search approaches. The potential ways of attaining knowledge were evaluated in
terms of what was perceived as useful (Wicks & Freeman, 1998), which meant
that the ways in which data was gathered and analyzed evolved during the re-
search process. The data collection and analysis methods are summarized in Ta-
ble 2. In the following sub-sections, I will elaborate on the research approach, as
well as the data collection and analysis methods, focusing on how methodologi-
cal principles were reflected in the research, and the type of considerations I
needed to take into account.

3.3 Data collection and analysis

Adopting a mixed methods approach as my overall methodological strategy en-
abled me to collect data based on what I considered would be most suitable for
achieving the overarching aim of this dissertation, namely to explore the distri-
bution of communicative work within a corporate communication system. Given
the multidimensionality of the research questions, it was clear to me from the
outset that in order to approach the phenomenon more broadly, it would be nec-
essary to include different perspectives, namely the managerial view and the em-
ployee view. In including the management perspective, the aim was to gain an
in-depth understanding of the related expectations and managerial practices that
guide employees’ communication behaviors. On the other hand, I wanted to ex-
plore how employees perceive the work-related social media communication in
terms of whether they consider it part of their jobs and whether they feel that
they are prepared to conduct these activities, as well as the mechanism leading
to these perceptions. Hence, the starting point for the research was “acceptive”,
demonstrating that I adhere to pragmatism and thereby admit the existence of
multiple routes to knowledge. At the same time, I realized that my research ques-
tions actually encouraged me to explore, explain and embrace the possibility that
the social world might simultaneously be objective and relative.

Overall, the empirical data collected for the studies comprising this disser-
tation included 23 interviews and 1,179 survey responses. The data based on in-
terviews with organizational managers allowed me to gain an in-depth under-
standing of the changes in the management processes and practices that have led
to the current organizational conditions, and the expectations that created the
normative environment that guided the behaviors of organizational members.
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On the other hand, the survey data collected from employees enhanced under-
standing of the related mechanisms and was instrumental in explaining the rela-
tionship between the organizational and individual factors that formed employ-
ees’ perceptions of their communicative role and competence, and their work-
related social media use. Together, these two datasets and approaches supported
the assessment of how both managers and employees perceived the communica-
tive action in the work domain, as well as the acquisition of knowledge about the
factors that shaped their perceptions and the consequences of these perceptions.
The data was collected mainly for the purposes of this dissertation project and
the collection process was conducted by the author. Support from the participat-
ing organizations enabled the data collection and its eventual use for these aca-
demic purposes.

3.3.1 Qualitative data and analysis

In the qualitative study (article III), the focus was on exploring how organizations
manage their employees” work-related communication on social media. For this
purpose, I interviewed 23 managers from six different organizations operating in
the professional service sector in Finland. The rationale for focusing on this par-
ticular sector is that an employee’s role as an organizational communicator and
advocate has become important specifically in firms defined as knowledge-inten-
sive, such as law firms and management consultancies, as their success is inher-
ently dependent upon their employees’ ability to gain and demonstrate expertise
(Alvesson, 2004; Treem, 2016). The six companies participating in the study op-
erated in the fields of management consulting, legal services, and financial and
insurance services, and employed a total of 22,996 employees (on average in
2019).

The criteria for selecting the case organizations followed Bryman (2016),
who argues that the selection of samples should be based on their “appropriate-
ness to the purposes of the investigation” (p. 12). In this case, the selection criteria
included characteristics such as companies operating in the professional service
sector, in which the employees” communicative role is inherent (Alvesson, 2004),
and which had supporting systems for their employees’ communication in place,
and were willing to give access to their processes through interviews and by
providing internal documents such as social media policies. In the first instance,
I contacted the communication leads of these companies and after they agreed to
participate in the study, the compilation of interviewees in each organization was
determined together with the respective communication lead. In selecting the in-
terviewees, particular attention was paid to the respondents’ central role in em-
ployee communication programs in their respective organizations.

The study was approached with an inductive strategy, and the technique
selected to analyze the interview transcripts was grounded theory, with its cod-
ing methods and process of constant comparison (Strauss & Corbin, 2007). Hence,
although an inductive strategy was selected, the process was iterative and in-
volved weaving back and forth between data and theory (Bryman, 2016). To en-
sure the rigor of the analysis, I followed the three-step process suggested by Gioia,
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Corley, and Hamilton (2013). Throughout the process, I interrogated the data,
relevant literature, and emerging theory to develop a deeper understanding of
the management processes as they transpired. With an applied inductive stance,
theory is the outcome of the research (Bryman, 2016) and in this case the outcome
was a framework for managing the communicative organization.

3.3.2 Quantitative data and analysis

In the quantitative studies (articles IV and V), the focus was on examining how
employees experience their communicative role and ability. The findings of the
qualitative research guided the design of both quantitative studies, in which I
was particularly interested in examining the mediating effect of these variables
between organizational and individual factors, and employees” work-related
communication behavior. In order to gain knowledge of these relationships, a
quantitative study with a dataset collected from knowledge workers from multi-
ple organizations was considered to paint the most rigorous picture of the current
realities.

The data for these studies was collected from three organizations that al-
lowed me to conduct an employee survey among their personnel. All of these
organizations had also participated in the qualitative study described earlier. The
organizations operated in the management consultancy, banking and insurance
services sectors in Finland. Part of the employees worked in a business-to-busi-
ness environment and some in a business-to-consumer setting. Employees in
these organizations were regarded as knowledge workers - whose main capital
is knowledge (Davenport, 2005) - and many of them also worked in customer
service and sales, which is typical of knowledge work today.

An invitation to participate in the online survey was sent to employees
(n=9,786) in the respective organizations through email and internal communi-
cation channels. The survey included questions that related to employees’ social
media use, communication role perception, and perceived ability. Both multiple
choice questions and open-ended questions were included. Additionally, the so-
cio-demographic characteristics of the respondents were mapped by enquiring
about age, professional role, position in the organization and social media expe-
rience. A total of 1,179 employees completed the survey between November 20,
2019 and January 12, 2020.

Both hypothesized models included a mediator so both studies included a
mediation analysis and related statistical tests. The data was analyzed using re-
gression analysis (article V) and structural equation modelling (SEM) (article IV).
The hypothesized model in article V included observed variables, which led to
the use of path modelling (linear regression) in this study. Structural equation
modelling was used in article IV, in which the hypothesized model included la-
tent variables, with the benefit provided by the sophisticated estimation of SEM.

44



3.3.3 Conceptual analysis

In articles I and II, a conceptual approach was adopted to analyze the evolution
of communication competence and the employees” communicative role as organ-
izational representatives in the light of the extant literature. The primary reason
for using conceptual analysis was to understand the meaning of the concepts and
to determine how they related to other concepts. In other words, conceptual anal-
ysis focuses on the integration of information, linking existing theories across
various disciplines (Gilson & Goldberg 2015), and is used to “bridge existing the-
ories in interesting ways, link work across disciplines, provide multi-level in-
sights, and broaden the scope of our thinking” (Gilson & Goldberg 2015, p. 128).
Conceptual analysis refers to observing and analyzing knowledge and infor-
mation from existing studies without empirical examination, so within articles I
and II, previous literature and studies were used as data for the analysis.

The core of the conceptual approach is aimed at making sense of concepts,
their various characteristics and components, and their associations with other
concepts. According to Jabareen (2009), “every concept has a history that origi-
nates from other concepts... and relates back to others” (p. 50). Hence, the con-
ceptual analysis can facilitate the formulation of ideas that support the develop-
ment of new theories, or interpret existing theories from a new perspective.
Therefore, it is often used to serve as the basis for validating or redirecting the
conduct of research by providing an overview of the areas that have yet to be
examined. This is particularly relevant in novel research fields and when study-
ing phenomena where there are few empirical findings available.

Overall, articles I and II served as background studies for the dissertation,
helping to provide perspective on the characteristics of employees” communica-
tive role and competence (concept), and to reflect on them in light of the current
phenomenon of knowledge workers acting as organizational representatives on
social media (context). Reviewing the literature from the past and from the per-
spective of multiple disciplines made it possible to identify the specific variables
related to the studied issue, and to generate a conceptual framework to facilitate
the following phases of the research.
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TABLE 2 Methodological approach, data and analysis in the research articles

Article | RQ | Object of the Data Collection of Analysis method
study the empirical
data
I 1 Evolution of com- | Literature - Conceptual analysis
municative roles
and related compe-
tences
I 2 Contributions of Literature - Conceptual analysis
communicative ac-
tion
III 2,3 | Management prac- | 23 interviews Between April Qualitative analysis
tices and expecta- | (Communications | 2019 and June (grounded theory)
tions and HR manag- 2019
ers)
v 4 Communicative 1,179 survey re- Between No- Quantitative analysis
role perceptions sponses vember 2019 (SEM)
(Employees) and January
2020
\Y% 5 Communication 1,179 survey re- Between No- Quantitative analysis
self-efficacy sponses vember 2019 (regression)
(Employees) and January
2020

3.4 Reflections and methodological evaluation

First, I cannot over-emphasize the extent to which this research project has been
a learning journey. Looking back, I am proud of all the work accomplished. At
the same time, I can clearly see the learning curve, and the fact that some deci-
sions and selections were made in light of current knowledge that has increased
exponentially during this journey. Below, I will discuss some of the decisions that
may be considered when evaluating the reliability and validity of the studies
comprising this dissertation.

Generating reliable, valid and relevant knowledge is the guiding principle
and an ultimate aim of scientific research. Reliability refers to the consistency of
the research procedures and repeatability of the results. On the other hand, va-
lidity reflects how accurately research is able to address the intended phenome-
non (Bryman, 2016; Eriksson and Kovalainen 2008). Relevance, instead, refers to
the importance of the topic within its substantive field (Hammersley, 1992). Re-
liability and validity have different emphases in the qualitative and quantitative
research traditions. Quantitative research underlines the quality of the measure-
ment instruments in ensuring reliability and validity. Qualitative research, based
on socially induced knowledge and subjective interpretation, emphasizes instead
the quality of the research process and trustworthiness as criteria for assessing
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research (Lincoln and Guba, 1985). In both research traditions, the repeatability
of the research is a cornerstone of reliability. Within all of the empirical studies
comprising this dissertation, the details of the data collection were described in
order to enable the repeatability of the research.

The research data was collected through interviews and self-report surveys.
Both methods were considered most appropriate for their particular purpose. In-
terviews with managers provided in-depth explanations related to the signifi-
cance, managerial practice and perceived consequences of the phenomenon in
question. On the other hand, the survey was designed to collect a relatively large
dataset of multiple measurement items, which helped to uncover some of the
mechanisms that affect employees” work-related communication on social media.

The interview data was collected through semi-structured interviews that
allowed me to focus on the same central themes within each interview, but also
permitted the interviewees to include those aspects that they considered relevant
and important (Bryman, 2016). I attempted to act upon the qualities suggested by
Kvale (1996), to ensure clarity, sensitivity, and openness during the interviews.
Following the pragmatist position, the interviews were conducted as a means of
identifying valuable knowledge of the current organizational realities. Saturation
was reached in relation to research question RQ3, which strengthened confidence
in the interview protocol. To validate the inductive approach in studying the
management of employee communicators, the study addressed the explanations
based on the interview answers. The Gioia method, with its three-step process
(Gioia, Corley & Hamilton, 2013), was used to ensure the reliability of the analy-
sis process. During the process, the theoretical saturation (Glaser and Strauss,
1967) was constantly assessed. The iterative analysis process included constant
comparison between data and theory. The knowledge gained during the acqui-
sition and analysis of the interview data helped me to develop the research de-
sign for the quantitative study.

The quantitative data collection was conducted through an online self-re-
port survey, using established constructs with slight adaptation to the respective
context. Although much of social science research relies on these types of self-
reports rather than direct observation of behavior, there are some important cri-
teria that must be met to ensure the reliability of the self-report data (Fishbein &
Ajzen, 2010 p. 33). The most important criterion is that all participants must have
the same definition and understanding of the category of behavior in question,
which matches that of the researcher (ibid.). I tried to ensure this common under-
standing through two main procedures: pre-testing the survey and introducing
the phenomena under examination at a general level to the survey respondents
in the invitation letter. Based on these steps, I expected most of the participants
to define and understand the behaviors in question in the same way, although I
acknowledge that there is always a risk of alternative interpretations.

Additionally, self-report surveys always run the risk of self-presentation bi-
ases, particularly in cases dealing with behaviors that are socially desirable or
undesirable (Singleton & Straits, 2018). These biases can be reduced by motivat-
ing participants to tell the truth by assuring them of confidentiality or anonymity
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(Fishbein & Ajzen, 2010 p. 37). These suggestions were implemented in the stud-
ies covered in this dissertation and all of the respondents were guaranteed ano-
nymity.

Due to the cross-sectional nature of the data, the reliability of the measures
used was assessed based on the consistency of the measurements. Guided by Sin-
gleton & Straits (2018), the reliability of the multi-item measures was established
statistically at the beginning of the data analysis by calculating Cronbach’s alpha
(article V) and composite reliability scores (article IV). The scale reliability coeffi-
cient varied between 80 and .95, which is well above the recommended threshold
of .70 (Hair, Black, Babin, and Anderson, 2010).

Regarding the validity of the quantitative studies, the following considera-
tions should be noted. During the research design phase, the familiarity of the
research topic helped when it came to assessing the face validity of the opera-
tional definitions, and content validity of selected measures, relating to the inclu-
sion of all relevant facets of the concept (Singleton & Straits, 2018). Construct va-
lidity indicates how well the measured construct represents the particular theo-
retical concept and how it compares to other constructs (Ping, 2004; Singleton &
Straits, 2018). In quantitative research, construct validity is commonly addressed
by exploring the convergent and discriminant validities of the measured con-
structs (Singleton & Straits, 2018). Convergent validity is established when items
representing the same latent construct are highly correlated and share a common
variance, whereas discriminant validity is established when the latent constructs
in the nomological network are shown to be distinct. Overall, these results of the
validity tests indicate that adequate convergent and discriminant validities were
established in both quantitative studies.

Of relevance to all empirical studies, much time was invested in learning
ways to collect the data and conduct the analyses to the highest standards. Pre-
vious professional experience in the field of communication management, and
familiarity with the concepts and how they might function in practice, helped me
to come up with research questions, and to assess the practical value of these, at
least to some extent. The previous experience was also invaluable when it came
to conducting the interviews and designing the hypothesized models. On the
other hand, familiarity with the research topic always entails the risk of the re-
searcher making fundamental assumptions based on how things function in
practice, and that might distort one’s perspective, particularly in relation to un-
expected results. Being cognizant of this risk throughout the research process, I
have tried to constantly question my thinking, and discuss the decisions made
with people both with and without practical experience in all major phases of the
research.
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4 FINDINGS AND SUMMARIES OF THE ARTICLES

This section provides summaries of the appended research articles and elaborates
the key findings with respect to the research questions. Each article is also related
to the concept of communicative work and reflected against prior corporate com-
munication research.

4.1 Article one - Understanding the evolution of communicative
roles and related competence

This conceptual article focuses on the concept of communication competence and
provides a historical review of related literature, particularly from the perspec-
tive of individuals communicating on behalf of collectives and organizations. The
contribution of this paper lies in its integrative approach. Although there is a
large quantity of extant literature on communication competence, many of the
conceptual foundations of the existing literature rely on an interpersonal com-
munication understanding of competence. Research exploring competence re-
lated to specific communicative roles such as those performed by organizational
advocates has been rare, and hence I hope that this article provides inspiration
for further studies to advance knowledge on communication competence, partic-
ularly in the work domain.

The article focuses on the evolution of communicative roles and related
communication competence in the light of development of the communication
medium - which has evolved from an oral, directly vocal medium to today’s dig-
ital media. The article also highlights that as new modes of communication and
media were introduced, older ones were not abandoned, but coexisted and inter-
acted with new modes of media and advocacy, meaning that the communicative
environment has become more complex and requires individuals (particularly in
working life) to excel in communicating via multiple media. By tracing the his-
torical development of communication competence associated with organiza-
tional advocates (such as orators, spokespersons and employee advocates) from
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the fourth century BC onwards, the article is able to demonstrate that this current
period, characterized by digital communication and the affordances and chal-
lenges it provides for individuals representing their organizations, more closely
resembles a continuum rather than a revolution.

The findings of the article indicate that media have always been of signifi-
cance in societal, economic and political development, and the level of compe-
tence in using these media has caused inequalities among the population. For
example, according to Innis (1950), competent users of each communication me-
dium have created a “special class”, which has controlled the production of time-
binding media. When aiming to understand communicative work and its man-
agement, these historical writings should be considered carefully to avoid com-
petence gaps among the working population that would cause such inequalities.

“While not a new phenomenon, the need to understand and develop the
communication competencies of organizational members across functions and
roles has received renewed impetus, due in part to the increased use of social
media by organizations for external and internal communication purposes” (ar-
ticle I, p. 1).

Overall, the findings of this conceptual study demonstrate that individuals
have always acted as organizational advocates and their communication role and
competence have evolved along with the developments in communication media
and societal and organizational systems. The communication competence of or-
ganizational advocates continues to be of great importance for organizations, and
the competence attributes have become more complex, particularly due to the
increased number of available media requiring close attention, and particularly
at a time when an increasing number of individuals are enacting these types of
communicative behaviors due to the distribution of communicative work within
the corporate communication system.

4.2 Article two - Understanding how employees communica-
tively constitute organizational representations

This conceptual article focuses on employees” communicative role in constituting
the corporate voice, and reviews related literature, particularly from the perspec-
tive of sensemaking and sensegiving (Gioia & Chittipeddi, 1991; Weick, 1995).
The article addresses research question RQ2 by elaborating how employees col-
lectively construct corporate identity through sensemaking and sensegiving pro-
cesses in today’s digitalized and social communication environment and, on the
other hand, how these sensemaking and sensegiving processes affect employees’
communication behavior, and employee advocacy in particular.

The sensemaking literature has focused for the most part on how meanings
are created inside an organization and among organizational members. However,
this article focuses on interactions between organizational members and external
stakeholders. The article identifies that employees may engage in sensemaking
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when they interact in social media due to the fact that they are often aware that
they represent not only themselves but also their organizations. When communi-
cating on social media, employees face constant tension between revealing and
concealing, which relates to the goals set for personal and organizational identi-
ties. External stakeholders are found to guide this sensemaking process when
they communicate their expectations or views, which are assumed to reflect the
reputation they have in mind when considering the organization.

Sensegiving, referring to the purposeful process of influencing the sense-
making and cognitions of others (Gioia & Chittipeddi, 1991), has been largely
treated as a privilege of corporate management and the communications function,
studied in the context of how organizational leaders or managers strategically
shape the sensemaking of organizational members (Maitlis & Christianson, 2014).
Instead of seeing the sensegiving process as a management-centric activity, this
article adheres to the idea put forward by Maitlis and Lawrence (2007) that actors
atany level of an organization, or outside its boundaries, may engage in sensegiv-
ing with others. The paper argues that due to social media, and particularly its
ability to grant communicative power to employees (Men, 2014), the role of these
actors as sensegivers increases.

Finally, the paper argues that employees” communication behavior on so-
cial media, particularly advocacy behavior, is based on the constant circulation
of sensemaking and sensegiving activity, and that employees engage in these
processes based on their preferred social media user role in each specific forum
they select for their participation. Therefore, the findings of this conceptual article
advance understanding of the cognitive processes behind communicative work
and demonstrate that when communicating on social media, employees have not
only their organizations” identities but also their own personal identities at stake,
which should be taken into consideration when managing communicative work.

4.3 Article three - Understanding the management of communi-
cative work

The findings of this qualitative study answer research question RQ3, relating to
the management of employees” work-related communication on social media
and they also contribute to RQ2 in identifying the objectives of employees’ com-
munication management. According to the previous literature in the fields of cor-
porate and strategic communication, as well as public relations, employees have
been deemed important communicative assets for organizations, but their ability
and motivation to communicate on behalf of an organization has not been a focal
point in these streams of literature. In this article, it is argued and empirically
demonstrated that introducing the behavioral management approach to the com-
munication management discussion can advance understanding of how organi-
zations can manage employees’ communication behavior.
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The data on which this study is based consisted of 23 interviews among
communications and human resource managers. The semi-structured interviews
created a rich and informative dataset that resulted in the formulation of a theo-
retical management framework - management of the communicative organiza-
tion. The framework demonstrates that depending on the organizational differ-
entiating factors, organizations apply different management approaches. The
management systems in all of these identified approaches were based on pro-
cesses and practices that enable and motivate employees to communicate for
work-related purposes. The enabling processes and motivating processes were
categorized based on their functioning. Enabling processes do not increase per-
formance but, if they are absent, they can hinder an employee’s communication.
On the other hand, motivating processes can have a positive effect on behavior
and serve to encourage employees to enhance their performance.

The findings of this study suggest that in addition to managing corporate
communication content, communication management is transforming into the
management of people who communicate. Therefore, the traditional custom of
corporate communication practice whereby messages are released through a me-
dium to build and maintain a reputational position among key stakeholder
groups (Cornelissen, 2017 p. 40) is changing, particularly due to the increased
importance of employees’ communicative role within corporate communication.
This means that corporate communication management includes not only man-
aging content, media and key stakeholders, but also managing employee com-
municators. This change is illustrated in Figure 3, which demonstrates how the
traditional “triangle” of key elements (content, media and stakeholders) within
the scope of corporate communication management has become a quadrangle,
including a new element of employee communicators that need to be taken into
consideration when managing corporate communications, particularly in organ-
izations operating in the knowledge sector.

Media

Corporate

Content communication Stakeholders
management

Communicators

FIGURE 3 Key elements in the management of communicative organizations
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The findings of this study also highlight the importance of taking the contextual
factors into consideration when designing the conditions for employees” commu-
nication in each organization. This shows that institutional isomorphism (DiMag-
gio and Powell, 1983), which has characterized the early phases of social media
adoption in corporate communication systems, may not be the best alternative
for organizations. Instead, organizations would benefit from understanding their
unique differentiating factors and designing the management approach accord-
ingly.

The findings of this study advance the field of corporate communication
management by empirically demonstrating that organizations increasingly man-
age their employees” work-related communication, and that the management
processes and practices identified derive from the behavioral management tradi-
tion. Another important finding is that there is no one approach that could fit all
organizations, and that companies vary instead based on contextual factors in
relation to how they manage their employees” communication. Finally, the most
significant finding of the study is that communication management is transform-
ing into the management of individuals who communicate. This is not only a
paradigmatic change but an element of a systemic change that further affects not
only the processes and practices, but also the competence requirements of both
communication professionals and individual employees.

4.4 Article four - Understanding employees’ communicative role
perceptions

The fourth study focuses on the antecedents and consequences of employees’
communicative role perceptions. The empirical evidence on which this study re-
lies consists of 1,179 survey responses from knowledge workers in three organi-
zations operating in the professional service sector. The quantitative study ap-
plies structural equation modelling (SEM) to gain an understanding of the rela-
tionship between role perceptions, their antecedents and employees' work-re-
lated communication behavior on social media.

The extant literature has predominantly conceptualized employees’ com-
municative behavior on social media as discretionary and extra-role, or as a par-
ticular form of organizational citizenship behavior (OCB) (e.g., Erhardt & Gibbs,
2014; Fieseler, Meckel, & Ranzini, 2015; Helm, 2016; Men, 2014). Behaviors within
the category of OCB are seldom considered a formal part of the reward, training
or promotion system (Organ, 1988), indicating that employees enacting these be-
haviors are expected to enact them based on their individual initiative, resources
and abilities. Andersson (2019) posits that the current conceptualizations over-
look the way in which employees themselves perceive communicative-role ex-
pectations and the corresponding responsibilities, and whether they deem com-
munication action as one of their expected obligations. One of the recent attempts
to understand employees’ communication responsibility is the qualitative study
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by Andersson (2019b), which indicates that employees increasingly view the am-
bassador role as part of their work role and as a responsibility of a professional
employee. However, to my knowledge, no previous quantitative studies have
tested the relationship between role perceptions and work-related communica-
tion behavior, although that is fundamental when aiming to understand commu-
nicative work and related managerial interventions.

In addition, in order to manage organizational behavior in a sustainable
manner, it is important for managers and employees to have a shared under-
standing of expected behavior. The previous literature cautions that contradic-
tory role expectations may lead to role stress, for example through role overload
if employees feel that work requirements are so excessive that they exceed the
limits of their time and/ or ability (Kopelman et al., 1983).

This particular study draws attention to the conceptualization of employees’
social media use for work and questions how far the citizenship behavior con-
struct, which is by definition extra-role and proactive and derives from employ-
ees” discretionary decisions to exceed work expectations (Organ, 1988), can be
extended to include new forms of knowledge work, such as work-related com-
munication on social media, which emerge in conjunction with digital technolo-
gies and changes in the functioning of the knowledge economy. Based on the
findings of this study, a new conceptualization of employees” work-related com-
munication is proposed.

4.5 Article five - Understanding employees’ preparedness to con-
duct communicative work

The fifth article focuses on employees’” perceptions of their social media commu-
nication ability, namely their self-efficacy beliefs. The study centered on efficacy
beliefs particularly in relation to content creation and the strategic use of social
media to achieve professional and organizational goals. This was considered par-
ticularly relevant in the current situation in which employees are increasingly
guided to communicate on behalf of their organizations, as article three demon-
strates. On the other hand, previous research found that social media skills varied
considerably among the working population and that organizations had not de-
veloped supporting systems at the same rate at which they had taken new digital
tools into use (Helsper & van Deursen, 2017; Marsh, 2018; van Laar et al., 2018).
Acknowledging this paradox was one of the key inspirations for this study.

The social cognitive theory of self-efficacy (Bandura, 1997) was applied as a
theoretical foundation for the study and guided the development of the concep-
tual model and related hypotheses. The article examined the role of communica-
tion self-efficacy as a mediator between individual and organizational factors
and employees” work-related communication behavior. These antecedent factors
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included social media experience, social media training, organizational commit-
ment toward employees’ communication on social media, and clarity of commu-
nicative roles.

The quantitative study was based on the survey data from 1,179 respond-
ents. The findings highlight the importance of self-efficacy in understanding em-
ployees” work-related communication on social media, showing that the more
efficacious the employee, the more frequent social media communicators they
were. Notably, only 16.37% of respondents felt some level of confidence in their
ability to use social media strategically to achieve professional and organizational
goals. This indicated that only less than one-fifth of employees currently feel pre-
pared to conduct communicative work on social media.

Taken collectively, the results of this study suggest that employees” self-ef-
ficacy beliefs play an important role in their work-related social media commu-
nication behavior in a context such as knowledge work. This study also demon-
strates that organizations operating in the knowledge sector have an important
role in creating conditions in which employees can enhance their self-efficacy and
work-related communication behavior.

4.6 Summary of the findings - connecting the dots

In this section, I will summarize the contribution of the findings of the studies
comprising this dissertation by offering simplified answers to the initial research
questions and linking them to the concept of communicative work. The purpose
of this summary, following the pragmatist tradition, is to capture the findings
with the most value for practice. As providing such simplified versions of the
answers inevitably calls for selectivity, I therefore recommend reading each
study in full.

RQ1: How have employees' communicative role and related competences evolved?

Organizations have always depended on their individual members’ ability to
communicate and voice their opinions. The communicative role and competence
of individuals representing their organizations have evolved in conjunction with
the media and the societal environment. Competent users of media have derived
the most benefits, and have dominated the generation of knowledge. The need to
understand and develop adequate communication competences in the working
population has received renewed impetus, in part because of the increased use
and importance of social media in society, including organizational life, which
has led to the wider distribution of communicative work.

RQ2: How do employees constitute organizational representations through their com-
munication?

When employees communicate about work-related issues on social media, the
cognitive processes of sensemaking and sensegiving are triggered. Employees
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engage in sensemaking due to the fact that they are often aware that they repre-
sent not only themselves, but also their affiliation to their organization through
their online identity. On the other hand, employees are becoming important
sensegivers, meaning that they purposefully influence the sensemaking and cog-
nitions of external stakeholders in their online networks. Based on the findings,
communicative work crosses the boundaries of personal and professional identi-
ties and spheres, which should be taken into consideration when designing or-
ganizational conditions for communicative work.

RQ3: How is employees’ communication behavior managed?

Companies manage the communication behaviors of their personnel by creating
conditions that enable and motivate employees to enact intended behaviors.
Three management approaches, namely individual-oriented, corporate-oriented
and business-oriented, were identified. The selected management approach de-
termines the extent to which communicative work is distributed among organi-
zational members. The management of employees’ communication behaviors
has emerged as a new sub-area within corporate communication and public re-
lations practice, meaning that communication professionals are not only manag-
ing the content of corporate communication, but they are also increasingly man-
aging individuals who communicate on behalf of their corporations.

RQ4: How do employees perceive their communicative role and why is this important?

In order to understand the motivational basis of employees' communication be-
havior on social media, it is crucial to understand how employees perceive their
communicative role. By drawing attention to the role perceptions and the context
in which they are formed, it is possible to gain new knowledge on the embed-
dedness of communicative action within knowledge work, such as work-related
communication on social media, which emerges in conjunction with digital tech-
nologies and changes in the functioning of knowledge-based organizations.

RQ5: How do employees perceive their communicative ability in using social media for
professional purposes?

Most of the employees participating in the study lacked confidence in their abil-
ities to use social media strategically for professional purposes. Employees who
are confident in their communicative abilities are more active users. The social
media experience, social media training, organizational commitment toward em-
ployees’ communication, and clarity of communicative roles increase employees’
efficacy beliefs and consequently their work-related social media use. The wider
allocation of communicative work requires investments in learning and the de-
velopment of communicative human resources.

In the following section, I will highlight the importance of these findings in
understanding the systemic change in corporate communication and deepen the
discussion on their implications for research and practice.
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5 CONCLUDING DISCUSSION

So how is communicatization shaping knowledge work? What is changing pre-
cisely when knowledge workers communicate for work-related purposes on so-
cial media? How do organizations deal with this type of work-related communi-
cation behavior? And importantly, how is the formalization of employees' com-
municative role and increased significance and amount of communicative work
within organizations affecting corporate communication at a system level? These
are the questions that inspired this dissertation, and questions which have not
yet been debated thoroughly in the field of corporate communication manage-
ment, despite the fact that they have become critical and foundational in under-
standing how organizational representation is constituted in contemporary or-
ganizations.

The objective of this dissertation was to generate new knowledge about the
distribution of communicative work within the corporate communication system
and to understand how work-related social media communication is embedded
in contemporary knowledge work. In this way, the dissertation aimed to contrib-
ute to the understanding of how corporate communication as a management sys-
tem is changing in relation to the communicatization of working life.

The question was approached from a management perspective, and the ob-
jective was to gain valuable knowledge that would allow organizations to de-
velop their management systems in a responsible and sustainable manner. Hence
the approach followed the pragmatist tradition. The overarching research ques-
tion was approached from the systemic perspective, aiming to understand the
interplay between employees’ perceptions and behaviors and managerial expec-
tations and practices, with the changes within these being regarded as systemic
changes in relation to the process of communicatization.
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5.1 Summarized conclusions

The concluding part of the dissertation elaborates on the knowledge generated
through the five studies comprising this dissertation, by identifying and discuss-
ing elements that describe the distribution of communicative work within the
corporate communication system. Based on the appended articles, three conclu-
sions can be drawn: 1) Communicative action and ability have increased their
significance in contemporary work environments; 2) Communicative work is
contextual and purposeful in nature and many knowledge workers do not feel
confident about their abilities to take on these new work roles; and 3) Managing
corporate communications includes a new sub-area that deals with managing
communicative human resources. These conclusions are not based on one spe-
cific article; instead, they emerge from a holistic evaluation of the findings re-
ported in the appended studies.

1. Communicative action and ability have increased their significance in
contemporary work environments.

The neoliberal transformation of production in knowledge economies has re-
shaped the way in which communicative action is valued, and has increased the
interdependence between individual communicative action and organizational
function (Mumby & Kuhn, 2019). Furthermore, the integration of information
and communication technologies (Cao, Guo, Vogel, & Zhang, 2016; Korzynski et
al., 2020; Leftheriotis & Giannakos, 2014; Okkonen, Vuori, & Helander, 2018),
which afford a new type of participation and visibility (Treem, Leonardi & Hooff,
2020), the increased value of professional networks (Ancillai et al., 2019), and the
change in the normative environment related to the use of social media for work
(article III; Siegert & Lowstedt, 2019; Walden, 2018) have increased the amount
and significance of the communication activity of individual employees. Conse-
quently, this has reconfigured knowledge work through the increased embed-
dedness of communicative action. Therefore, the first conclusion of this disserta-
tion is that in our current society and economy, communicative action and com-
munication ability have increased their significance in contemporary work envi-
ronments and new forms of communicative work have emerged.

2. Communicative work is contextual and purposeful in nature and many
knowledge workers do not feel confident about their abilities to take on
these new work roles.

Communicative work is contextual in nature, and hence the distribution of such
work depends on the organizational setting and work circumstances, which may
strengthen the salience of social media for one’s work. Communication in these
contexts has become a type of currency in economic transactions, requiring in-
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vestments (such as allocation of time, development of skills and knowledge; ac-
quiring technologies and tools) and yielding potential returns on those invest-
ments, both for individuals and their organizations (e.g. increased sales perfor-
mance or gaining thought leadership). In such contexts, communication has be-
come a part of the work roles, as it is expected either by external others or by
employees themselves.

Communicative work includes behaviors that are intentional in the sense
that employees have a reason when communicating on social media for work-
related purposes. Understanding communicative work behaviors as intentional
behaviors helps to predict these behaviors within an RAA framework. This
means that it is possible that both employee communicators and the management
enact agency when organizational realities and representations are created
through communicative action.

The increased embeddedness of social media communication within
knowledge work calls for the acquisition of new competences and resources, to
which end, not all employees feel efficacious in using social media strategically
for professional purposes. This is an important finding because it means that not
all employees are capable and confident when it comes to conducting communi-
cative work. It also implies that organizations have an important responsibility
to support their employees in attaining the ability to take part in an increasingly
digitalized professional life, and safeguarding them against technostress, which
is often experienced when technology use challenges one’s ability to cope with
technology-related demands (Ayyagari, Grover, & Purvis, 2011), 