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8 Conclusion 

This chapter ties together the subject matter analyzed in the preceding chapters, which means 
addressing the final statement of my thesis, the conclusion. This is covered over the chapter’s 
five parts. The first part recaps the study’s research objective. The second part outlines my 
empirical findings. The third part addresses the study’s research contributions and limitations 
and gives suggestions for future research. The fourth part provides recommendations for how 
practitioners can use social media. The last part asks the question what social media can 
represent, which is concluded in light of the question; “What is this a case of?”. 

8.1 Part I: The research objective behind the study 

In 2011, one of NTNU’s strategic research priority areas, ICT in the Norwegian Public Sector 
(NPS), initiated the foundation for this study. The research program organized a call inviting 
graduates to design research proposals for studying the potential implications of social media 
in the NPS. I answered it by proposing an in-depth study on how social media is used by persons 
working in the Norwegian K-12 education system and municipal sector. I suggested researching 
the subject by using an explorative and inductive approach and by applying social scientific 
qualitative research methods. My research design proposed that choice of theoretical 
framework and research horizon would be selected during the progression of the research 
process. Further, the research goal has been to analyze aspects of social media, happening inside 
organizations, which were assumed to be created as an outcome of social media’s arrival in 
Norwegian society at large in 2007. This occurred because Norwegians started to engage on 
social media. These conditions were assumed to diffuse into organizational life by initiatives 
performed by actors affiliated to organizations belonging to the NPS. This involved having an 
assumption that social media is part of an ongoing external socio-material environment – 
“happening out there” – that influences the internal activities and priorities in organizations. 
Social media has been analyzed as a new equivocal and abstract cloud-technology, requiring 
to be managed and organized by interpretation and sensemaking. 

To frame this latter aspect, the research goal focused on addressing particular conditions, 
opportunities and limitations offered and generated by social media. I argued that social media 
had become user-driven. This followed as a consequence of changes in the material properties 
of the technology, a factor allowing humans to easily organize and coordinate activities in new 
ways. Social media gives humans the possibility to build, institutionalize, and organize social 
networks and create organizings by initiatives they carry out. I argued this has been a tendency 
in society at large, as we saw examples of how humans started to create social media 
phenomena that combined acts of individual enactment or mass collaboration with the digital 
participatory culture of the Internet to produce emergent social structures. These social media 
phenomena were claimed to be given clearer meaning or “social life”, when challenging the 
supremacy of established practices and institutional logics. Confronted with this, I maintained 
that social media challenge and re-write the ways that ICTs are administrated and organized in 
organizations. This was related to how adoption and implementation of social media 
increasingly takes place “under the radar”, as actors can “import” and start using the technology 
beyond the control regime that regulates ICTs. In addition, since there is a tradition in the 
implementation of ICTs in organization that end-users use technologies in unexpected ways, 
the arrival of social media could contribute to the chances that actors will take the initiative to 
create new organizings “under the radar”.  
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These conditions suggested a need for using decentralized perspectives to grasp the adoption 
and implementation of social media into organizations. This meant using another “research 
lens” and putting emphasis on how technology adoption can emerge from actor-motivated 
grassroots initiatives from inside organizations. This called for using bottom-up perspectives 
and top-down approaches. A bottom-up perspective was used as an analytical procedure to 
piece together an organizing emerging from local use of social media initiated by actors having 
a first-line position in organizations, while a top-down perspective was used to follow the 
outcome of a top-management initiative, by performing a stepwise design of breaking down the 
assumptions of an organizing to gain insight into the interpretation and expectations of its 
distinct compositional units. The relevance of these perspectives pertained to using, when 
humans decide to interpret and enact their use and understanding of a technology in established 
organizational contexts. Consequently, when actors use social media and reshape the user-
generated content to fit a context and ride the Internet’s participatory culture, definitions like 
“Web 2.0 + User-Generated Content”, as suggested by Kaplan and Haenlein (2010), diminish 
in weight. To understand how actors socially construct new genres and social organizings by 
their actions, I argued we have to pay attention to processes of contextualization. 

To realize this research goal, I created a research perspective that aimed at showing the adoption 
and implementation of social media from the point of view of an actor who interacts from inside 
organizations. This was illustrated by examining the outcome and processes of a set of 
initiatives performed by humans in selected organizations. The initiatives were analyzed by 
combining bottom-up and top-down perspectives. The initiatives showed how humans 
translated, organized, constructed, and enacted organizings around social media, which were 
based on their understanding, actions, and interpretations of social media and connected to the 
organizational context in which they interact. The initiatives were characterized by how the 
actors imported or implemented social media and its embedded ideas onto the turf of an 
organization and initiated an activity or embedded social media into an existing practice. From 
there, the actors formed processes resulting in the social constituting of a successful or failed 
organizing. Common to all the organizings are how they were linked to social media and would 
have been more difficult to realize if the technology were absent. The realities of the local 
organizings became clearer – or got a “social life” – when they contradicted or aligned with 
organizational measures initiated by an organization. I referred to the organizings as “models”. 
I used the term as an analytical instrument to give an empirically founded and holistic 
framework to illustrate how actors use, interpret, and translate social media into their local 
organizational contexts by initiatives they orchestrate. The model concept was used to describe 
the potential outcome and processes emerging from the social constituting of the actors’ use 
and interpretation and recurring engagement with social media in organizational contexts. The 
models were used to create a user perspective on use of social media in organizations.  

The study contextualized how social media was used and interpreted by four actors who 
interacted in two organizational contexts, a K-12 education system and a public administration. 
The four actors were affiliated to three organizations, framed to be part of the NPS. The actors 
were: (1) a group of students and (2) a teacher, attending a high school, called the Alfa 
Organization. These actors belonged to the educational context. The actors in the public 
administrative context were (3) a group of municipal employees who took the initiative to form 
a competence group in social media, a beta group, in a city municipality, named the Echo 
Organization; and (4) a group of county municipal employees working in a county authority, 
called the Lima Organization. A bottom-up perspective was used to analyze the use of the 
students, the teacher and the beta group. A top-down approach was used to examine an initiative 
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that included a group of county municipal employees. This was outlined in relation to events 
happening from 2008 to 2014. An overview of data is displayed in Table 8.1. 

Table 8.1 Overview of models and concepts applied to actors. 
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To show the dynamics of the models, this was portrayed in four case stories. Each case story 
explored how each model was linked to use and interpretations by actors in the organizations 
in which they interact. Each model was analyzed in light of an initiative, illustrating how the 
models “worked” in organizational life. In Chapter 4, I analyzed the ways a group of students 
self-organized formal and informal learning activities by using social media. This was analyzed 
in light of an educational initiative intended to boost students’ digital competence, exemplified 
by providing students with laptops that are to follow them throughout their studies. The 
organizing emerging from the analysis was called “The Student Shadow Learning Ecology”. In 
Chapter 5, I explored how a teacher organized her classes by using social media, to conduct 
foreign language training in English and Spanish in a high school setting, a learning design that 
became the model “Authentic Learning Situations”. This model was explored in light of a print 
technology, which has played a major role in defining how teachers organize their work 
practice, the textbook. In Chapter 6, I examined how a group of employees working in a city 
municipality took the initiative to work professionally with social media and formed a 
competence group in social media, which they named the Beta Group. I analyzed how the 
members tested, experimented, and reflected on use of social media and imported aspects of 
contemporary Internet culture and adapted them to organizational discourses, a knowledge 
production process that was subject to changes as the members interacted with municipal 
priorities and activities. The model emerging from the analysis was the group’s definition of 
social media, “Relation Platforms”. In Chapter 7, I analyzed how the top-management in a 
county authority administration decided to replace its intranet and implement a new social 
intranet portal after a public procurement, inspired and to be modeled after a professional SNS. 
I examined the employees’ interpretations and expectations of the social intranet and an 
organizational discourse encouraging employees to share and engage on it, an analysis resulting 
in the model “2.0 Social Intranet Portal”.  
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The study needed to be related to a research tradition, which I evaluated as possessing concepts 
suited to describe the models and my research goals. Another goal was to fill a gap in a relevant 
research horizon. To fulfill this, I applied a research tradition in organization studies, which has 
explored the role of technologies in organizations. I chose it because of calls from scholars. 
They urged for filling a pressing knowledge gap, as the role of technologies in organization is 
understudied (Orlikowski & Scott, 2008). This condition included the role of social media in 
organizations, as scholars argued that we have limited knowledge on how social media socially 
constituted and embedded into organizational life, a facet I saw giving legitimacy for using a 
model approach (Treem & Leonardi, 2012). Based on it, I created a research lens that expanded 
and combined concepts developed within what Leonardi and Barley (2010) identified as 
interpretation and enactment perspectives on technologies in organizations. I used research 
perspectives that explore how humans interpret social media by drawing on previous frames, 
schemas, and experiences when using the technology, which involved focus on the cognitive 
structures that emerge when people use the technologies in organizational contexts. I was also 
motivated by using a practice lens to examine how humans use social media and understand 
the evolution of practices emerging from its use. In light of that, I suggested that researchers 
could start developing and use empirically model-based technology approaches, which 
emphasize the strategies and choices actors use to manage and organize the processes and 
outcome of recurrent engagement with a technology that manifests as equivocal. I suggested 
that we could view this from an actor perspective or from those who use the technology as part 
of everyday life. To further my argument, I used concrete analytical concepts to analyze the 
four models. These are also displayed in Table 8.1. 

The thesis has been driven forward by a single research question, which has been to explore the 
ways that social media makes its way into organization life by human initiatives. To frame it, I 
asked the research question: How is social media interpreted, used, classified, and what kind 
of new practices can we identify in the public sector? The main research question could be 
summarized and divided as follows:  

1. How do the actors evaluate, classify and, define social media in organizational contexts 
in which they interact? 

2. What types of user patterns can we find?  
3. To what extent is social media congruent with organizational practice?  
4. In what ways do social media challenge organizations?  

 
To answer the research questions, I will discuss them separately in the following subsections, 
which focus on the research results. Subsections 8.2.1 to 8.2.4 will answer research question 2, 
while subsection 8.2.5 will concentrate on discussing research questions 1, 3 and 4. 

8.2 Part II: The research results 

8.2.1 Research findings from the student case story 

What types of social media user patterns can we find from the student case story analyzed in 
Chapter 4? The research findings are summarized and displayed in Table 8.2.   

The most important finding concerns how high school students themselves take the initiative to 
self-organize formal learning on an SNS, Facebook, which is sanctioned by an organization. 
This is also contradictory, as the students perform this in light of an educational initiative aimed 
at boosting their digital competence. 
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The data analysis shows known and emerging social media user patterns among adolescents. 
All the students use social media for socializing and are registered on one or several social 
media platforms. The students have a strong online presence. Here, Facebook takes on a leading 
role as the central and connecting hub, as it is the important platform they use every day, which 
is combined with YouTube, Twitter, gaming and blogging. The analysis showed that it is 
common to combine social media use with reading of regular web sites. In terms of user 
engagement, there are forms of participatory divides and various degrees of user involvement. 
The analysis uncovered that a majority of the students have a Web 1.0/read-only rather than a 
Web 2.0/read-and-write relationship with social media. Students are passive readers or 
consumers rather than being active prosumers or contributors of online content in an online 
community of practice. This is reflected in their ways of communicating, as many students 
exercised self-censorship, so that widespread online sharing practices are limited. This creates 
a dual communicative practice where they use their social media feed as an information channel 
for monitoring, while they prefer to communicate on chat software with trusted contacts they 
know from their off-line world, sites where they communicate a great deal. The data suggests 
that few students are regular content-producers. Only four out of 26 students had published 
user-generated content: a male student produced YouTube videos and three female students 
blogged. These findings are not to suggest that students decline from online interaction. The 
students appear to have gone through a personal testing or socialization phase, after initially 
being a “deep” or engaged user to becoming a passive and “shallow” user. This is demonstrated 
in the decline in online interaction on Facebook. Many students explained how initially they 
“liked” and wrote status updates, but over time their usage changed and to only watching 
pictures and communicating with close ties in chat rooms. Facebook’s declining popularity is 
reflected in that students started questioning the value of having large networks. Some students 
started downsizing or unfriending their Facebook networks, which on average counted 300 to 
400 connections. Other students reported moving on to new SNSs or microblogging services 
like Twitter. We find that students had strong criteria on whom they included in their Facebook 
networks and it was not uncommon for confirmation of new ties to be based on a prior relation 
from the off-line world. The findings show that students communicate on Facebook groups and 
use them as coordination sites to organize illegal taxicab operations or peer-to-peer driving. 
The analysis showed that use of social media is gendered, as reading and writing of blogs is 
predominantly a female activity, while gaming is a male domain. 

The case story showed that the students used social media to self-organize formal and informal 
learning activities. The analysis found that 12 of 26 students used social media to self-organize 
formal learning activities, a network practice happening beyond the supervision of their 
teachers. This proves an adoption of social media into school activities, which is organized 
around Facebook groups, Skype and Google Docs. Facebook groups are used as a coordination 
site, to facilitate simple informing about school activities and sharing of tools for self-study, 
which are combined with the collaborative word processor software Google Docs. Here, 
Facebook groups are used as discussion forums. The chat software Skype is in some way used 
to carry out simple goal-orientated activities. The study found differences in which students use 
social media to organize and perform formal schoolwork. The findings show that social media 
is used for constructive and non-constructive learning purposes, as students use it to collaborate 
or con homework. Female students use social media in a constructive way, in terms of showing 
reliable study habits. Students in general or academic studies embed social media into their 
studies, while this is not the case with students in vocational learning. The data suggests that 
students who traverse and interact across several social media services and are content-
producers are likely to show positive study habits, which in my data prove to be female students. 
On the other hand, we saw that social media is used to pursue informal learning activities. Nine 
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of 26 students reported using YouTube for informal learning, mainly maintaining and learning 
about their hobbies. The data analysis indicates that the YouTube world is a male dominated 
turf, where vocational students lead as prime users. The analysis showed that male students use 
YouTube videos as a means of informal learning. They use YouTube videos for instruction on 
how to carry out complex practices, such as playing musical instruments and online games, 
although female students may do the same. The case story finds that use of YouTube videos 
goes beyond simple retrieval, as students connect retrieved information to practices organized 
around established personal socio-cultural experiences. 

Table 8.2 Empirical findings from the student case story. 

Empirical findings from the student case story 

General findings  
Students take the initiative to organize formal and informal learning activities 

Particular findings  
General user patterns Formal learning 

Strong online presence Facebook groups different roles 
Combine social media platforms Student bulletin board   

Blog, FB, Twitter, YouTube, gaming, Skype Discussion forum of school projects 

Strong self-censorship Coordination of school assignments 

Communicate in closed online spaces Sharing of cram sheets  

Strong selection of online ties Skype  
Many passive consumer, very few prosumers Sharing of homework  

4/26 students made user-generated content Google docs 
Online engagement from deep to shallow user Co-authoring of school projects 

Gendered user patterns Student patterns 
Female students mainly use and read blogs   12/26 students to formal learning  

Gaming a male digital space Distance between student and teacher 

Facebook a “main highway” for social media use Female students use in a constructive ways 

Decline in Facebook’s popularity Informal learning 
Facebook groups used as “private taxi site” Youtube videos 

Descaling of Facebook networks Learn hobbies – music, gaming and photographing 

300 – 400 Facebook ties on average Male orientated 

FB friends with off-line tie 9/26 students used for informal learning 

8.2.2 Research findings from the teacher case story 

Moving on to consider the social media user patterns from the teacher case story examined in 
Chapter 5, there is a number of research results. These are displayed in Table 8.3.   

The most important finding is that the case story proves that it is possible to organize classes 
by use of social media in foreign language training in a high school setting. Moreover, this can 
be completed over an extended period of time. Furthermore, it is achievable to decouple from 
a textbook learning design and embed a social media learning design to national curriculums 
in distinct subjects, which I believe is an important lesson. The case story shows that the 
common realities with teaching in schools – that students can enter class with different 
motivations, expectations and have different preconceptions about social media – will influence 
the outcome of social media learning designs. This illustrates that attempts to create a learning 
environment based on using the World Wide Web, social relations, reflection, sharing, 
interactivity, and participation, as strategies to acquire knowledge is a highly demanding and 
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complex way of organizing learning and education. In addition, when students are socialized 
and approach such a learning design from a linear textbook framing, this requires additional 
scaffolding strategies from an educator’s point of view.  

Table 8.3 Empirical findings from the teacher case story. 

Empirical findings from the teacher case story 

General findings  

Possible to organize and teach with social media from a long-term approach 

Can use a variety of social media applications 

Requires considering social aspects,  contexts and social situations 

No “standardized recipe” can be implemented 

Particular findings 
Requires different planning and organizing Impact on classes 

Regular monitoring and choice of social media Different acceptance of learning design 

Strategy for creating knowledge Learning design accepted in Spanish class 

Embedding competence goals from curriculum Partial success in English class 

Create meaningful learning activities Blogging accepted differently 

Outcome of learning design Blog project success in Spanish class 

Difference between design and outcome Blog project failed in English class 

Limitations by language skills of students Male students “leaders” in Spanish class  

Requires adaptations while teaching Male students “refuse” in English class 

Bounded by the progression of textbook Students differ in production outcome 

Work with social ties in the classroom setting Publishing curve has “take-off” and “drops” 

Must create positive classroom atmosphere  Youtube  
Essential to eliminate student misbehavior Trigger and motivate to learn in both classes 

Learning progression has peaks and drops Technological framing 
3 – 4 months before learning settles Students framed to Web 1.0 than Web 2.0 

Different learning progression of two classes “Print-orientated” 

Second half the most productive period Student performance 

Teacher has to perform a lot of “pushing” Students do not perform more than they have 
to 

Changes in learning strategies Differences in being self-organized  

Omits pointing out errors in student work Differences in collaboration 

Learn to write texts from a long-term perspective Variance on working with info beyond retrieval  

The case story finds that this must be outlined before and enacted during the progression of a 
social media learning design. This learning design thus requires different planning and 
organizing than would a linear textbook-learning approach. This planning and organizing starts 
with a cognitive decoupling from a learning process which is based on direct transferring and 
reproduction of knowledge, but must now be organized and based on a network logic or a node 
oriented framing, where information is distributed and embedded from multiple sources and 
reassembled by a reflection process between learner and educator. The case story finds that the 
teacher used four strategies to achieve this goal. Replacing a linear textbook learning design 
with social media services demanded: (1) an ongoing monitoring of the educational technology 
landscape and construction of a “social media tool kit”; (2) the composition of a clear strategy 
for learning to produce knowledge; (3) a strategy for integrating the competence goals from the 
national curriculum; and (4) a plan to create meaningful learning activities. The end-result of 
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these scaffolding strategies involves the introduction of a complex and theory-driven learning 
design, which indeed suspends the artificial boundary of the classroom setting and includes the 
realities and logics of the Internet.  

Therefore, the case story finds that there is no “standardized recipe” for creating a good social 
media learning design, which can be directly implemented and accepted by students. On the 
other hand, this has to be adapted when enacted in practice and be part of an ongoing process 
following the progression of a school year. This means that when implementing a social media 
learning design, the case story finds that the teacher had to adapt and fit a variety of scaffolding 
strategies to particular learning situations, while interacting with the students in the classroom 
setting. Moreover, they have to be adapted, enacted and improvised, according to the level and 
motivation of the students. Looking at the various stages in the implementation phase of the 
learning design gives insights into this matter.  

During the two first months, called the “introduction phase”, the analysis established that the 
teacher worked with creating a positive learning atmosphere. The teacher bonded with her 
students in the Spanish class in academic studies and the English class in vocational training. 
Creating trust in ties and having a positive classroom atmosphere were seen as imperative to 
working digitally. The teacher had to work to remove incidents of student misbehavior and 
overcome low student motivation, which had to be accomplished by individual student 
conversations and orchestration of class sessions to deal with bullying. This period allowed her 
to identify the students’ technological framing. The teacher established that students are 
digitally skilled, but not at the level of working with Web 2.0. The students were more attached 
to a textbook tradition and approached the Internet as readers, rather than online contributors 
of digital content. Few students had been online contributors and they were skeptical about 
working digitally with formal learning activities. The analysis found that the teacher identified 
this and responded by motivating her students to work digitally. The analysis finds that the 
learning design has limitations, as the teacher is bounded by the language skills and language 
progression of the students, in addition to being tied to the content and structure of the textbook. 
For example, the teacher readdressed the ways she performed her teaching strategies. She 
identified that students struggled with writing proper English; hence, she omitted correction of 
grammatical errors and focused on writing and structuring academic texts.   

The third month of the implementation phase, called “challenges in stabilization”, continued 
to show the challenges the teacher met when trying to institute her learning design. The analysis 
demonstrated that the teacher still had to work with improving classroom culture and motivate 
her students to use social media and to participate in her learning activities. The analysis found 
the emergence of recursive patterns. This involves the start of the progression of two different 
learning curves in the teacher’s classes. It became evident that the students in the Spanish class 
were capable of working independently and were self-organized, while the teacher met 
resistance among the male students in the vocational class. This resulted in terminating one of 
her learning activities, the blog project in the English class. The teacher faced challenges in 
getting her vocational students to reflect on news material they discussed in class, which was 
part of the learning activity “In the News”. This learning activity demonstrated that the male 
students were good at searching and retrieving information, but lacked the ability to connect 
information to a larger context. The analysis showed that the teacher initiated a collaborative 
video project among the vocational students, aimed at teaching them the art of collaboration. 
This learning activity indicated that resourceful students completed the activity, while students 
with low motivation struggled to be self-organized. This means that the students differ on how 
receptive they are to work digitally, as the students in academic training are associated with 
“Web 2.0”, while the vocational students are more loyal to the textbook. This phase established 
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that in order to work and interact “online” considerable resources have to be invested in “off-
line” ties, in the social, before there is an acceptance of working digitally. This has to be first 
cemented in a safe and positive classroom environment and thereafter be “enlarged” into the 
social media landscape. 

The fourth month, called “the unexpected enabler of audio-visuality”, showed recursive 
patterns, but was characterized by breaches. The social media learning design was enacted and 
socially instituted differently in the two classes. In the Spanish class, the students worked and 
there was a stable learning environment, as the teacher could work with each student. These 
students are self-organized and complete their assignments. In the other class, the learning 
environment fluctuated, as the teacher’s gender emerged as an issue influencing her classroom 
management. The data analysis found examples of how the teacher was forced to enact 
strategies and fit them to unexpected and uncontrolled learning situations. For example, the 
vocational students did not submit their schoolwork, although they could submit it on the 
school’s LMS or by hand writing. The teacher was forced to return to work with the textbook, 
as in some lessons she gave up working digitally and only used the textbook. There are other 
limitations in her learning design, which are dual. On the one hand, there were signs that the 
vocational students were willing to engage and discuss the news, while on the other hand, the 
teacher experienced that they lacked the important contextual pre-knowledge, making them 
partially uncritical about the information they retrieved. This phase demonstrates that use of 
audio-visual social media software is to be the start of a successful user practice, involving 
recursive use of YouTube videos. Such uses will prove to be a positive factor, which can trigger 
and motivate students to engage more directly in learning processes, something that applied for 
both classes. 

The fifth month, called “the half-way assessment”, demonstrated changes in the enacting of the 
learning design. The teacher made an assessment of what she had managed to complete. She 
established that the classroom environment had improved. It was now seen as positive to be 
present in both classes. Teaching the vocational students reading strategies on how to critically 
evaluate retrieved web texts and place them against larger contexts by reflection to gain 
insights, proved to be demanding. The blog project was evaluated. This showed that the students 
in the Spanish class published their assignments, while in the English class it had been aborted 
for two months. The interviews uncovered that this was the first time the teacher had 
experienced rejection of blogging. The teacher explained this in terms of the underrated power 
of social media – with which the students were assumed to be more familiar – and an inner-self 
policing of the students. This involved returning to work under a textbook learning regime. On 
the other hand, many male students in vocational learning did not submit their assignments, 
which meant that the teacher had to send letters of concern to their parents. Written submissions 
were essential for grading, but evaluation of the students’ work proved to have improved since 
start of the school year. This was viewed as positive. 

After six months, the analysis entered the “turning point” phase. The analysis showed that the 
model had become standardized, meaning the arrival of new challenges that had to be managed 
by enacting teaching strategies. This was demonstrated by the settling of a learning environment 
in both classes, giving unexpected student behavior. Incidents of student misbehavior were 
virtually non-existent and the teacher met silent classes. Instead, she worked with creating 
conditions for increased sharing and engagement by students who were now perceived to be 
reluctant to engage any more than they have to. This reluctance is explained in terms of them 
having received their first grade, which marks where they adjust their personal goals or 
ambitions. The analysis demonstrated that the teacher had challenges in obtaining a foothold 
for a standard of learning. She tried to motivate the students to reflect more and be creative, but 
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this was contradicted by the students’ unwillingness. The analysis suggested that students rarely 
perform beyond their own ambitions, which leads one to conclude that students are still tied to 
the textbook. On the other hand, the teacher used YouTube videos, which proved to be positive. 
YouTube videos triggered student engagement. Experience proves that students differ as to the 
extent to which they can connect retrieved information to a larger picture, as they lack 
contextual pre-knowledge. Aspects of this pattern were identified in the seventh month in the 
implementation process too, which I called “the meaning of collaboration and self-
organization”. We learn instead about a teacher who is still faced with a student conformist 
culture, reflecting a boundary she tries to overcome. She worked with creating conditions for 
increased engagement. She still sought to motivate her students to reflect and be creative, but 
this was contradicted by their unwillingness to do so. In some cases, she found that students 
would share and work together. The last period was characterized by examining the meaning 
of organizing and managing of collaboration and self-organization. Here, the teacher 
established that both classes differed in how independent they are and that students work 
together best in pairs. 

Therefore, the outline of the implementation process enables us to establishing the following 
research findings from the teacher case story.  

First, the enacting and implementation of a social media learning design cannot be seen as a 
straightforward and linear process, but goes through different phases – which stretches from 
challenging to instituted periods –  where the teacher needs to respond, enact and improvise  
strategies to the situations at hand. This is shown as a constant pattern throughout the 
implementation of the learning design. This means that we can identify that the first phase of 
an implementation process is important to master, determining its potential success.   

Second, we learn that in order to work digitally and to perceive it as successfully, it is necessary 
to establish first a positive classroom atmosphere and trust between a student and an educator. 
Moreover, this must be cemented as a foundation in the “off-line world”, involving the need to 
seed a social acceptance for working digitally, which has to be maintained continuously. 

Third, the case study finds that both the teacher and students have different approaches to use 
and work with social media for learning purposes. There are different technological framings. 
Students approach and are socialized into a textbook learning tradition, while the teacher 
attempts to decouple from it, giving contradictory results. In some cases, students will prefer to 
work under a textbook regime. They will sometimes use the textbook as a defensive strategy to 
avoid working digitally. In fact, we find patterns of considerable technology skepticism toward 
particular social media services, which was demonstrated in the rejection of the blog project by 
the vocational students. Technology skepticism is also reflected in degrees of student 
disengagement, which the teacher has to work continuously to overcome by performing 
constant acts of motivation. This seems also to be suggested as a pattern in the students’ 
conformist youth culture, which can sometimes appear impermeable, making it challenging to 
create conditions for sharing and engagement.  

Fourth, the social media learning design has benefits and limitations. The learning design is 
bounded by the language skills and language progression of the students, in addition to being 
tied to the content and structure of the textbook. Various learning activities show that students 
are good at retrieving information but struggle with connecting pieces of information to a larger 
picture. This suggests that students appear to be bonded to a learning regime based on 
transferring knowledge by reproduction of information from a textbook, rather than choosing 
or seeing the benefits of exploring knowledge through searching and retrieving knowledge from 
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the Internet by critical reflection. On the other hand, we find that YouTube videos have a 
substantial potential to trigger learning processes and motivate students, which can be used in 
learning a foreign language and reflecting upon concepts introduced by a teacher. Another 
challenge is that the case study finds little evidence that students are willing to deep-dive into 
a theme and explore new knowledge beyond their personal goals and benefits, but prefer 
knowledge that is “useful” and “practical”. We see that there are great differences in how self-
organized the students are to carry out their own studies and to what extent they manage 
collaboration.   

Fifth, we learn that implementing a social media learning design is challenging and it takes time 
before learning demonstrably takes place. It has to be repeated and performed as a routine. The 
data analysis demonstrates that beneficial learning conditions can be created after three to four 
months with systematic teaching, before students have created constructive learning habits. 
Here, the case story showed two different learning curves. The students in the Spanish class 
appeared to have a much more smooth and progressive learning curve than the students in the 
English class. The findings suggest that the most productive and positive period of learning 
starts in January and ends in March.  

Sixth, the case story shows that the learning design has different impacts on the classes. The 
findings show different social acceptance of a social media learning design. The students in 
academic studies are more receptive and open than the students in vocational training. This 
means that working with social media to learn Spanish was a success in the academic class, but 
only a partial success in the English class. For example, all the students in the Spanish class 
participated in the teacher’s long-term blog project, while this had to be abandoned in the 
English class. Here we find a contradictory research finding. While male students in the English 
class rejected the blog project, their counterparts in the Spanish class lead and are the most 
productive ones. The blog project shows little evidence of a willingness among the Spanish 
students to comment on each other’s work, but they prefer working behind the screen and giving 
emotional support by face-to-face. This means that the case story shows that the type of 
“community of practice” has not been established in either of the classes.  

8.2.3 Research findings from the beta group case story 

Considering the social media user patterns from the beta case story analyzed in Chapter 6, there 
are a number of research results. These are summarized and displayed in Table 8.4.   

The most important finding is how the case story contextualizes a tendency in public 
administrations – showing how actors work with social media in a highly professional and 
organized way. Moreover, the case story describes the strategies public employees use to 
construct specialized knowledge around social media which is adopted for use in organizational 
life. This results in a knowledge production process leading to the construction of an 
organizational social media literacy, which combines facets from contemporary Internet culture 
with aspects from the governing logics of a public administration.  

The organizational social media literacy emerges and is designed because of an assumption that 
social media create new communication models and enable new ways of working together, a 
work practice that in theory is characterized by the change from the one-to-one to the many-to-
many way of communicating. As this is observed as a tendency in society at large and 
organizations are increasingly interacting in this terrain, this gives incentives for employees in 
organizations normatively to adopt and learn to work and communicate in the same way. There 
are benefits that can be applied in organizational life. This can for example contribute to 
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changing the work practice of communicating on e-mail and storing work on local file structures 
to approach an online community of practice as a way to organize and coordinate work 
processes. Moreover, the organizational social media literacy can contribute to create a 
community feeling in a public administration and bring down internal departmental boundaries. 
Furthermore, it can be used to enhance coworkers’ knowledge of internal and external 
communication and deal with organizational culture in public organizations. 

Table 8.4 Empirical findings from the beta case story. 

Empirical findings from the beta group case story 

General findings  
Possible to work professionally with social media in a public organization 
Importing and approbation of ideas, symbols and cultural traits from other organizations 
Construct specialized and adopted organizational knowledge on social media 
Formal knowledge on social media from suppliers is a scarce commodity 
Hybrid understanding between contemporary Internet culture and institutional practices 
Understanding of social media changes as the beta group members enter new situations 
Created own definition and guidelines for social media 
Continues learning process by reflecting upon action and experience 
Communicate and recognized with peers in other organizations 
Understanding turns from “tools focus” to the importance of “communication” 
Widespread testing and reflection on social media apps 

Particular findings 
Organizational social media uses 

Frequently readopted with new meanings A new front desk or telephone 
Setting up eco-systems Interacting within SNS and collaborative software 

Structuration as knowledge process  
1. Discovery  2. Testing 

Social media seen as ambiguous Testing of the Open Source SNS Elgg 

Imported, tested, and appropriated Contacting with peers in the organization 

Starts with Web 2.0 and Open Source SNS positive and a disturbance to others 

Loose network of colleagues  
3. Formalization  4. Strategizing 

Constituted formally as group  Creating strategies for social media use  
Guidelines authored, imported, and modified  Learning organizational netiquette 
Recognition external than internally  Standardization of organizational social media  
Deal with institutional  logics and practices Communicative aspects of social media 

5. Educating   
Teaching strategies face-to-face  
Overcome the IT silo barrier  

The case story is an illustration of the conditions and challenges and what happens when a 
proficient social media user decides to approach a cloud technology that has yet to be 
recognized by a public organization’s governing logics and institutional practices. Furthermore, 
the case story shows the challenges early adopters face when a technology is not a standardized 
commodity that can be directly “purchased” from IT organizations and implemented into an 
organization. The case story finds that the Beta Group members discovered that there is no 
formalized knowledge and no methodologies for mastering the ways to communicate and work 
with social media fitted to organizational life. This was clarified as the BG found that their IT 
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suppliers could not offer “templates” or “standardized recipes” explaining how to adopt and 
implement the new communicative practices assumed to emerge from social media. Instead, 
the BG had to depart on a long self-organized learning journey to learn “the ropes” or the “tricks 
of the trade” of social media themselves, resulting in the self-constructed definition of social 
media and a set of social media guidelines, which are reflected in an organizational genre 
repertoire. This learning project started with taking the initiative to form a structuration process, 
serving as the base for the BG’s knowledge production process. This consisted of five phases 
whereby I analyzed important themes the BG worked with during the period from 2008 to 2012, 
showing how social media had to be managed and organized through human interpretation and 
sensemaking. Characteristic of this knowledge production process, however, is how it has been 
driven forward by inductive thinking, creativity, and testing, where the BG members have used 
their personal reflection on action to construct an understanding of social media. This started 
with the first stage, the “discovery phase”, which showed how the BG approached social media 
as ambiguous and attributed their initial inspiration to Web 2.0 and the Open Source Movement. 
This phase illustrated how the BG started in the Echo Organization’s IT Department and was a 
loose network of coworkers who tacitly read and tested out social media. The second stage, 
named “the testing phase”, showed how the BG members put their initial inspiration into 
practice and tested the Open Source SNS Elgg on a group of colleagues and strategically made 
contact with peers or other early adopters working in the Echo Organization. The third phase 
was called “the formalization stage”. Here, we learned about how the BG came to be formally 
constituted as a competence group and authored the social media guidelines, but were also 
confronted with the institutional logics and practices and demands of a public organization. 
This phase illustrates how the BG became increasingly recognized by peers in other 
organizations working with media and communication matters. The fourth and fifth stages 
analyzed how the BG developed organizational strategies on how to use social media and 
educated their colleagues through self-designed training courses. These strategies include 
teaching municipal employees the complex art of netiquette, which can enable participation and 
mastering of external and internal communication fitted to organizational life.  

Therefore, the knowledge production process leading to the BG’s self-invented definition and 
guidelines for use of social media in organizations bring the following empirical insights.  

First, an important finding is how the managing and organization of social media in an 
organization through a bottom-up initiative is foremost an innovative piece of pioneering work, 
a phenomenon one would not expect in a public organization. This means that arguably the city 
municipality representing the Echo Organization is in the forefront on making up practical 
experiences on use of social media ahead of the technology suppliers of such services. In other 
words, the practice field is ahead of the technology suppliers on assessing the shortcomings and 
success of use of social media in organizational life. In the absence of aggregated and certified 
experiences, the early adopter work of the BG means that they have paid an “innovation cost” 
for being pioneers in their own field. In a way, one can argue that the activities of the BG 
represent an experimental approach to social media that is not dissimilar to R&D practices, 
which is highly based on organizational learning and acquiring experiences from their own use 
and explorative testing. In addition, this demonstrates that it takes time to produce solid and 
qualified user experiences on how to manage social media services in professional work life.  

Second, the case story extensively documents the various ways the BG imports and appropriates 
a myriad of ideas, symbols, and cultural features from other organizations and aspects of 
contemporary Internet culture, which are acquired by testing and reviewing a range of social 
media software. This practice consists of re-translating and re-managing the ambiguity of social 
media by providing their own cultural stickers that make sense of use in an organizational 
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context. This practice of “importing” and “exporting” of influences between organizations is a 
form of exchange of experiences, forming a learning process contributing to mold and provide 
substance to the organizational social media literacy, which is a coherent pattern from 2008 to 
2012. This inductive learning process provides a genre repertoire to formulate a comprehensible 
set of communicative strategies, where the main message from the BG is that participation in 
an online conversation on an internal or external SNS can bring benefits and access to valuable 
resources, participation recommended to be practiced within the boundaries of accepted 
professionalism, informality and by using a personal side of yourself.  

Third, the case story finds that the BG’s understanding of social media changed according to 
the situations and events they have faced and interacted in. This is demonstrated in at least two 
ways. On the one hand, the analysis illustrates that the BG’s views on social media changed 
from an initial “tool focus” to later stressing the importance of working with internal and 
external communication strategies, which has to be related to work processes and 
organizational culture. Success in using social media has seldom emerged from focusing on the 
material properties of a technology alone, but has to be related to immaterial or social sides in 
organizational life. On the other hand, the analysis showed that the definition of social media 
formed as a hybrid understanding between contemporary Internet culture and institutional 
practices and logics by a public organization. This is reflected in the fact that when the BG 
began they identified with an idealistic stream – in the ethos of the Open Source Movement and 
Web 2.0 – but later modified this to accommodate the formality and governing logics imposed 
by a public administration by focusing on strategies, goal-thinking, and guidelines.  

Fourth, the case study shows how the BG achieved recognition among peers in other 
organizations, while they struggled to obtain recognition internally within the organization 
where they work. This means that the BG had success among early adopters affiliated to 
organizations beyond the external boundaries of the Echo Organization and limited success 
internally. This means also that creating acceptance for working with social media has been a 
constant uphill struggle, where the BG members had to perform considerable “gardening” – a 
metaphor for implying that they constantly had to repeat and address the importance of social 
media. This shows that the BG members had rapid success within the ranks of their own 
domain, but had to garden a great deal before other employees with dissimilar backgrounds 
would realize the benefits that social media could bring. In this sense, we see a tendency on 
how an organization is partially receptive to adopting social media and does so by accepting it 
into its governing apparatus, but rarely works with it to become a full-scale standardized work 
practice, as this is more or less a tacit individual responsibility of the employee. 

Fifth, and as an extension of the last point, the case story finds that the practical use of social 
media has shortcomings, in so far as we look at the individual experiences of the BG members. 
The case story finds that organizational use of social media is limited to a type of public bulletin 
board which is used for informing about municipal activities or for maintaining public relations, 
although the goal is professional collaboration with the citizens. Instead, the main 
communicative practice forming between the city municipality and the citizen is reduced to 
individual inquiries about municipal activities and information, like asking about admission to 
schools and kindergartens. This means that active participative online dialogue based on sharing 
is rare and official social media services used by the Echo Organization are under a degree of 
editorial control, such that organizational use of social media is performed and seen as a front 
desk or office clerk function. In a sense, we can argue that social media represents another 
“phone line” into an organization that has to be managed by someone. There are shortcomings 
to having an organization represented on social media. Social media is most suitable for human 
interaction, seldom organizations, as persons choosing to interact with public organization in 
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this way will most likely be met with its façade representing the formal tone and governing 
logics and identity of an institution. This means that social media indeed challenges the ways 
that employees communicate in organizations.  

8.2.4 Research findings from the 2.0 social intranet portal case story 

Moving on to consider the social media user patterns from the 2.0 social intranet portal case 
story examined in Chapter 7, there are a number of research results. These are displayed and 
summarized in Table 8.5.   

Table 8.5 Empirical findings from the social intranet portal case story. 

Empirical findings from the social intranet portal case story 

Different interpretations / technological frames 

Top-management – strategic perspective and motivator and facilitator 
Simplify work surface of employees   Mean to work with the CA’s organization  culture 

Reduce information and e-mail overload Part of a public procurement plan 

Lower internal organizational barriers Linked to ongoing top-management 

Legitimatizing a sharing culture Organized as part of an internal project 

Implementer – practical technology project   

Technical project Social intranet still used as bulletin board 

Organized as an internal project Viewed as “mandate” from top-management 

Self-learning of social intranet platform  Learn from peers in other organizations 

Difficulties in creating an online dialogue Set up personal social media eco-system 

Carrying out testing of social intranet on users  

End-users – information repository 

Sharing as informing practice Sharing as work practice 

Extended use of reminders and invitations Sharing interpreted as a new responsibility to position 

Republishing of information  No collaboration on documents 

Sharing leads to a “information overload”   Social intranet used for information retrieval 

From engaged to disengaged users No interaction with new ties beyond departmental 
boundaries 

Difficulties in creating online interactivity in rooms Online dialogue continues on e-mail and chat 

Strong self-censorship Creation of “private” social media eco-systems 

Share only “finished” work  Twitter, Yammer, LinkedIn used as “listening posts”  

High  ambivalence of sharing  “unfinished work”  Use Dropbox and Google Docs to co-work with peers 

Sharing associated with risk and misunderstanding Technical aspects 

Information needs to be “approved” by managers  Search engines give outdated hits 

Social grooming discourages sharing Difficulties in interpreting user-interface  

High threshold for sharing Social intranet requires much self-testing 

Cannot share confidential information  

The most important research finding from this case story is the contradiction between an 
organizational and top-management initiative intended to simplify the work surface among 
employees in a public organization, which appears rather to be interpreted as complicating work 
practice and creating disengaged end-users. This is shown by how a group of employees 
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differently interprets and ascribes various meanings to social intranet sharing and a sharing 
culture, which is implemented in a public organization. This means that the case story reflects 
a common pattern seen in the implementation of ICTs in organizations – that end-users can use 
and perceive a technology differently than the way it was intended to be used and perceived. 
This emerges as a systematic finding when seen in light of the role performance and user 
experiences of the employees. This suggests that importing and appropriating the idea of 
sharing from the social media universe and motivating employees to adapt from a one-to-one 
to a many-to-many way of communicating is indeed challenging. Instead, the case story finds 
that users are prone to evaluate the new social intranet in light of common social media user 
experiences. The case story establishes that organizational attempts to use technical properties 
enabling knowledge sharing to improve internal communication, reduce e-mail overload, and 
bridge gaps across internal boundaries by stressing sharing and legitimizing a sharing culture, 
is a demanding exercise. Moreover, this means that managing and organizing the meaning of 
sharing and turning sharing culture into a meaningful work practice in an organization are 
equally challenging to master. 

Addressing particular findings from the individual user stories, the case story shows that the 
implementation of the social intranet is interpreted differently. The technological framing 
differs according to an employee’s organizational affiliation and involvement in the 
implementation process. The initiator story, called “the holistic viewer”, showed how the top 
manager interpreted Jubel from an organizational strategic position and regarded it as an 
instrument to fulfill larger organizational goals, as an objective to make the flows of internal 
information and knowledge transparent and accessible, but this was contradicted by internal 
organizational boundaries and technical ICT challenges. The social intranet is interpreted as an 
instrument to streamline the exchange of knowledge, which could be achieved by simplifying 
work processes, reducing information overload, and enhancing internal communication. The 
role of sharing and sharing culture is interpreted as a means to build bridges across internal 
organizational barriers. The analysis illustrated that the top manager’s role performance is 
molded by taking on the role of being a motivator and facilitator of legitimizing a sharing 
culture, which is linked to an aim of building an organizational culture making the Lima 
Organization more integrated as an organization. Promoting a sharing culture has been a means 
to capitalize internal conditions to increase organizational performance to meet external 
demands and expectations, which are set by other factors operating beyond the boundaries of 
the Lima Organization. The analysis showed that the initiation of the implementation was 
administered by using project methodology and was organized as an internal organizational 
process involving actors from various departments and was part of a public procurement 
process.  

The implementer story, called “between intentions and practices”, demonstrated that the 
technological framing or the interpretation of the social intranet took a different turn. Although 
there are overlaps to the interpretations of the top-manager story, implying congruence on 
overall intentions to change work processes and adopt a sharing culture, the difference lies in 
how technological framing moves to interpreting the social intranet as a practical technology 
project, a facet appearing to dominate the implementation process. This connects to the fact 
that much of the implementer’s work has included focus on testing, user training, and solving 
of user interface matters. The user story disclosed how the implementation process was 
organized as an internal project and used project methodology. The task team continuously 
worked in several fields, both toward parts of the management structure and also toward first-
line positions in the CA. We learned that the social intranet was a type of “internal purchase” 
from the top management, which the implementer was expected to realize and return by a 
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concrete deliverable. Moreover, we learned that the implementation process was an opportunity 
to learn from peers in other organizations. But when the implementer turned his attention to the 
end-users’ experiences, the findings indicated a user who saw the concrete challenges and 
contradictions with sharing and creating acceptance for a sharing culture. The implementer had 
to take the lead and role of being an “initiator” to set standards for sharing, something that he 
hoped would motivate colleagues to follow his example, but he saw the successes and pitfalls 
in so doing. The implementer saw how sharing led to increased interactivity on Jubel, as 
employees published more digital content than before. But this sharing is mostly “finished 
work”, involving the performance of a sustainable and intensified informing practice. This 
means that publishing habits were practiced as under the old intranet – like publishing news 
stories – continued on the new social intranet, turning it into a bulletin board. The implementer 
story identified that sharing seldom led to digital interaction and collaboration among 
employees, resulting in little online dialogue. We ascertained that the implementer had adopted 
various social media software into his work practice too. 

The six end-user stories taken together suggest technological framing of the social intranet from 
a larger domain of interpretation and put greater emphasis on technology use from a first-line 
position in an organization. Moreover, we acquire insights into the potential opportunities and 
contradictions on accepting Jubel, sharing, and a sharing culture. This means incongruence of 
expectations and experiences, when compared with the two first user stories. The end-users 
appear to be interpreting Jubel above all as an information repository, where sharing is 
relatively performed as an informing and retrieving practice. There is little evidence that sharing 
is performed as a means to connect with colleagues from other departments to exchange ideas 
and competences, for example. Instead, we see interpretations underlining how both a 
professional SNS model and sharing practices are somewhat organizationally incompatible 
with distinct institutional logics and beliefs. This is displayed when end-users argue that 
creating increased internal transparency and sharing of knowledge and information is 
challenging from their position, because it will potentially contradict considerations they need 
to respect in their line of work. Some information and knowledge cannot be shared in an internal 
online community, because of its nature and confidentially, meaning that for the end-users 
sharing of particular knowledge and information represents a great threshold. This means that 
we see a work and communication practice where employees still communicate on e-mail and 
have a disengaged and monitoring relationship with Jubel.  

This finding does not mean that the end-users disagree with the intention behind Jubel or 
sharing. Instead, the end-users try to respect Jubel and have attempted to adapt to it in the best 
way they can. The end-users have completed the compulsory tasks, like filling out their user 
profiles, and tagged them with personal competences, making themselves present online. Some 
end-users have developed individualized user strategies, where they share through widespread 
informing, creating unforeseen effects. Conversely, the abolition of the intranet with few editors 
and introduction of a social intranet with many editors appears to have amplified the volume of 
information, implying that there is no longer a static bulletin board, but higher degree of 
circulation of information where end-users “push” and contribute with information they 
evaluate as relevant. This is particularly evident around the rooms. The end-users have uploaded 
relevant information to them and invited users. The end-users have tried to create increased 
interactivity by posting information in and around the rooms, but have experienced little or no 
online engagement. The main challenge is that sharing as informing practice seems to lead to a 
one-way “push practice” where the end-users have little bearing on whether their informing 
practice benefits the uses of others. In a sense, if making a phone call represents metaphorically 
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to share, one would expect someone to answer it – that it is reciprocated. Here, the end-users 
are making many phone calls, but perceive that no one answers.  

This has obvious implications for end-user engagement. This disengaged aspect is reflected in 
the role performance in several end-user stories. Several end-user stories are illustrations of 
user adoption exemplifying how employees attempt to contribute to sharing and accept a 
sharing culture by developing particular informing strategies. Three end-users follow the 
intentions of carrying out the role of being a “sharer” of the assigned rooms they were given to 
administer. They uploaded documents, invited colleagues, and tried to motivate colleagues to 
engage. But after performing these activities over time without seeing their perceived benefits 
or values they start to question the practices they perform. This is reinforced when colleagues 
request documents that have been uploaded to the rooms to be sent to them by e-mail or phone, 
which means that the purpose behind sharing collapses. We see a rather systematic pattern 
where end-users started as “deep” or engaged users, but later turned into “shallow” or 
disengaged users. This makes sharing on the rooms low priority and they continue with other 
assignments evaluated as important to their work.  

The end-user stories bring up other contradictions. An intention with implementing the social 
intranet was to simplify work surfaces and reduce information overload. The latter intention is 
contradicted in some of the user stories. Performing sharing as an informing practice has led 
rather to a perceived information overload challenge. The end-users realize that sharing leads 
to exposure to a high volume of information, which is seen as difficult to administer personally. 
This becomes amplified when employees already have a work situation consisting of interacting 
and organizing massive amounts of information. In a sense, sharing causes an information 
overload challenge on top of an already existing information overload challenge. This 
perception seems linked to how end-users perform a widespread practice of republishing the 
same information, which is available and stored in other ICT systems, an informing practice 
that is done to fulfill the goal of sharing. When exposed to a large information stream, this 
causes a sense of losing overview and the challenge of identifying what type of information is 
relevant to perform their work. Instead, an assumed information overload challenge leads to 
end-users setting up personal filters and disengaging and continuing to work on e-mail where 
information is structured and directed at a single receiver. On the other hand, we see users who 
adopt and actively use the rooms, who somewhat manage the information overload challenge 
and integrate the rooms into their work surface. 

The end-user stories indicate that sharing and the idea of a sharing culture create great 
ambivalence and are associated with risks, resulting in strong self-censorship. The end-users 
have strong criteria for sharing and give various reasons whether they can engage or not in an 
online social stream, moreover, they have high expectations about online engagement. For 
example, online engagement needs to have an affordance of high quality, being professionally 
orientated. The end-user stories disclosed that few employees had ever commented on Jubel. 
The end-users seem to have decided to disengage and take on the role of passive spectators, 
merely having an online presence. This means that ordinary informal SNS behavior, which can 
create online dialogue and community feeling, is disapproved of, in some cases seen as socially 
uncomfortable. Instead, normal online socializing on SNS, often displayed in terms of 
“grooming and gossiping”, is regarded as unprofessional and irrelevant and does not correspond 
to the role performance of a public employee. And when the end-users observe that colleagues 
“import” informal SNS communicative practices onto a professional SNS – which is compared 
to “Facebook liking and commenting” – this serves as another justification to evade online 
engagement. This means that end-users do not communicate and share with each other. This 
still happens in closed digital spaces on e-mail, phone, and chat software. 
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The end-user stories show little proof of shared content creation. For example, there is little 
evidence that employees open a document and start working on it, like co-writing around a wiki 
page. Instead, the end-users share only general or approved information intended to inform, 
indicating a high degree of self-censorship. And often the information they share is already 
“finished work”. Some end-users argue that they can share “work in progress”, while others see 
this is as inappropriate. Only a few end-users are willing to publish “work in progress”, while 
the majority argue that publishing unfinished work can cause misunderstandings and 
disturbance in the Lima Organization. They argue that sharing is associated with risk and 
information needs to be exempted and protected. Some information cannot be shared, as it is 
confidential and concerns sensitive material on individuals. Here, the end-user stories show that 
employee will go as far as using the quality safety system in the Lima Organization as a 
safeguard. They will in fact consult superiors and ask them to review the information before 
they eventually share, creating a norm that information has to be “approved” by a high-ranking 
authority. 

The analysis of the end-user stories shows a surprising finding. This concerns the end-users’ 
tendency to view sharing as a new work practice, moreover, it is interpreted as a new 
responsibility. For example, several of the end-user stories explain how the administering of 
the rooms tends to be translated and allocated as a new responsibility to a single person in a 
department. This means that competencies and online activity in a room depend on the 
individual engagement of that person. This means perhaps also that adoption of sharing is 
somehow concentrated and individualized, while in principle it is a condition that should apply 
to all employees in the CA. The findings demonstrate several technical aspects. The social 
intranet is still used as a tool for information retrieval, but the data implies that searching for 
information has deteriorated. Informants explain that they get outdated hits and in some cases 
they miss the old intranet. Informants explain that the user interface is difficult to use and 
requires much self-testing to learn how it “works”. The data analysis suggests that none of the 
informants have used the social intranet to bond with new colleagues, meaning that much of 
the communication still happens on e-mail and phone with known ties. There is a tendency for 
employees to create rooms with members of their own department and colleagues they know 
from other departments, suggesting a fortification of the “IT silo mentality”.  

The analysis showed that the end-users set up strong boundaries between private and work-
related use of social media. Here, employees exercise a high degree of self-censorship and their 
only presence their online identity. The data suggests that none of the end-users are active 
content-producers. The end-users limit their online engagement to simple commenting and 
liking on their Facebook profiles and Facebook pages. In most cases, employees have only a 
Facebook account, while some extend private use into Twitter, LinkedIn, and Instagram. On 
the other hand, the data suggests appropriation of social media into work practice, involving 
the creation of so-called “private social media eco-systems”. Some end-users create Facebook 
groups to exchange work experiences and use LinkedIn to stay in contact with colleagues in 
other public organizations. Other end-users used Twitter as a type of “listening post” to monitor 
public debates. Some end-users created Dropbox accounts and collaborated on documents in 
Google Docs. These are viewed as more practical and useful to perform their work.  

8.2.5 Overall patterns in research findings 

We can thus synthesize and piece together patterns that emerge across the case stories. To 
outline this, I answer them in light of the research questions 1, 3 and 4 (see section 8.1 above). 
This can give wider insights into how social media is adopted and implemented into the three 
organizations by initiatives carried out by the actors I have analyzed. 
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Research question 1: How do the actors evaluate, classify and, define social media in 
organizational contexts in which they interact? 

I believe that the study brings insight within three areas: 

(1) The adoption and creation of local social media ecosystems: All four case stories 
demonstrate user initiatives on organizing and coordinating individual or group-based “social 
media ecosystems” on the turf of an organization. This shows tendencies of adoption and 
implementation of social media occurring “under the radar”, which means that actors override 
and use technologies differently than the ways intended. Regardless of age, gender, and 
organizational affiliation, the study finds that many informants use and combine different social 
media platforms to set up distributed, adaptive, open socio-technical systems, which are self-
organized, scalable, and varied in sustainability. These are used for private or work-related 
purposes. The most common pattern is to use Facebook as a type of “digital highway”, which 
is combined with other social media tools to perform an activity or organize a practice. The use 
of social media differs greatly in professionalism and organizings. The most advanced is 
demonstrated in the teacher’s learning design, while in the student case story we learned that 
students used SNSs, chat software, and collaborative software to organize formal school 
activities. In the social intranet case story, employees combined Dropbox with Google Docs to 
organize work processes, while in the beta case story it was reported that a local technology 
enthusiast had managed to bring together citizens interested in history to write Wikipedia 
articles on local history based on the sharing of old pictures on Flickr. 

(2) Self-censorship, participatory divides and reading approach: An important finding running 
as a theme throughout the case studies is the widespread pattern of self-censorship, participatory 
divides, and having a type of reading approach towards social media. This appears to result in 
degrees of technology skepticism and we find that many informants are reluctant to engage in 
online sharing and engagement, resulting in participatory divides, which appears to be a 
systematic pattern across generations. The clearest evidence of this finding was the collective 
refusal among the male vocational students to participate in a blog project intended to learn 
English in foreign language training. There are small examples illustrating reluctance to share 
and engage on social media, like a student in the student case story who created a cram sheet 
and refused to share it with his peers. This pattern is valid among the county municipal 
employees who enforce strict criteria for sharing and engagement. Even professional, proficient 
social media users like the digitally literate teacher and the members of the Beta Group abide 
by the same principle. There is strict publishing and editor control in how they choose to 
interact, reflecting negotiations of boundaries for participation. Online privacy is therefore an 
important value for many of the informants. This means that many informants have a passive 
online presence and in most cases monitor what others do on the social media platforms they 
interact on, meaning that many informants suggest they have a reading or textbook approach to 
social media more than being active sharers and community contributors of user-generated 
content. Besides the members of the Beta Group – who participate in online communities and 
somehow fulfill this expectation – many informants settle with “light” liking and commenting 
on the SNSs they interact on. There are few content-producers of digital items. Eight of the 39 
informants can be classified as content producers: four students, the digital teacher, and the 
members of the Beta Group, where they predominantly contribute to the social media universe 
as bloggers. In this sense, we can conclude that few informants are actively engaging in an 
online community of practice. If they do, they take advantage as consumers of digital content 
made by peers. On the other hand, this does not mean that the informants refrain from online 
engagement. Informants engage by a having a dual approach, where on the one hand they 
monitor and read online activities, while on the other hand they communicate and maintain 
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contact with ties in closed digital spaces like using chat software. But in most cases, 
communication still continues on e-mail. Moreover, we find that lack of sharing is reinforced 
by the experience that actions are seldom reciprocated.   

(3) Cultural re-translation and labeling practice: Another finding running as a theme in the 
study is the prevalent cultural re-translation and labeling practice of social media performed by 
users. These are enactments of interpretation and sensemaking carried out by informants and 
may act as powerful instruments to manage and organize social media’s ambiguity into 
organizational life. In many cases, they can be argued to surface as an aid to a user in deciding 
whether engage in a particular social media platform. By this, I mean that the informants in this 
study used their own personal experiences and technology understandings to provide 
explanations and expectations and make assumptions on what a new social media service “is” 
and potentially how it “works”. This can result in emergent powerful cultural adaptations that 
consist of re-ascribing social media with new self-invented tags and understandings, where the 
Beta Group in the case story is an actor illustrating who plays on this element in great detail. In 
the student case story, the analysis showed how Facebook groups were used as a “class bulletin 
board” or as “driver lists” to coordinate illegal taxi driving. YouTube videos are another 
example. Here, YouTube videos are ascribed their own meanings and we find inventory lists of 
genres making sense only to the users themselves. There are advanced and particular terms 
about agents in organizations who create activities and are seen as fundamental to realize social 
media initiatives, like localized versions of early adopters, so-called “ildsjel” – a technology 
enthusiast. This practice of retranslation of social media provides assessment on usability, 
determining the limitations or how successful a social media service potentially is. In the social 
intranet story, we learned that the grooming and gossiping of colleagues emerges as a type of 
communicative practice that works as a justification on why a disengaged user should remain 
disengaged. When employees read about the leisure activities of colleagues, exemplified in the 
“ski wax discussion”, the quality of such information is not compatible with what users 
associate with a professional SNS. In the beta case story, we learned that official organizational 
SNS accounts are managed as “official bulletin boards” or seen as a new assignment that should 
be performed by a switchboard operator, representing a new telephone line into the heart of a 
public organization.  

Research question 3: To what extent is social media congruent with organizational practice?  

I believe that the study brings insight within two areas: 

(1) A contradictory tool for learning: The study shows that social media can create conditions 
for learning which have contradictory outcomes. Here, an unexpected contradiction is the 
mismatch between learning results and experiences between the teacher and students. The 
analysis in Chapter 4 and 5 illustrated that the teacher and the students were digitally skilled. 
This creates the expectation that the teacher and the students would meet on equal terms and 
produce good learning. On the contrary, we see the opposite pattern. Even digitally skilled 
students must be motivated to approach formal learning. Students take the traditional textbook 
approach – and sometimes prefer it over social media. Other times they will use the institutional 
textbook tradition in learning as a type of “defense strategy” to avoid working under social 
media learning design, as it requires them to be self-organized, and it is transparent and a 
challenging way to work. The other contradiction is how the male vocational students who 
rejected using blogs for formal learning participated in another sphere of the social media 
universe, as they demonstrated great willingness to use YouTube for informal and formal 
learning. We also see that social media is used for learning purposes in the other case stories, 
which is foremost reflected in the widespread importing and appropriation of ideas across 
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organizational boundaries. This is shown among the teacher, the members of the Beta Group, 
and the Project Manager who was responsible for implementing the social intranet. They 
frequently looked to others for ideas and inspiration to perform and make sense of their work, 
which is attributed to the absence of the relevant resources in their own organization, meaning 
that the available resources in their informal network played a significant role in how they kept 
up to date. This manifests in a variety of ways. The most common trait is to examine the 
experiences of colleagues holding ground in other organizations and be inspired by them. This 
appears to be viewed as essential. In the teacher case story, we learned how the teacher relied 
on her professional network to improve her practice, a trait that also included the Beta Group. 
The latter needed their professional network to create their competencies and the organizational 
social media literacy, where they used, among other things, sociological theory on social 
network analysis and social capital to create their concept of small-talking and the importance 
of informal bonding.  

(2) The challenges of creating engagement, sharing and sustainability: The study is an indicator 
of the great challenges actors face when they attempt to manage distinct aspects of social media 
into organizational life. This especially concerns how to create and motivate colleagues to 
increased user engagement and sharing and to maintain sustainability around social media 
practices. Moreover, the case stories show that these aspects are demanding to manage and 
organize – both for those who implement them and for those who try to adopt and integrate 
these conditions into a work practice, which I believe is an important aspect to emphasize. As 
it is commonly known that implementing ICTs into organizations can bring different outcomes 
than planned, I argue that to make online communities sustainable or to get employees to adopt 
new technologies into a recursive practice, it is necessary to use other approaches. This demands 
working with the social aspects of technology and to create incentives that encourage ongoing 
use. A way to solve this is to send staff on training courses to learn a new technology and expect 
that they will afterwards maintain their learning into their work process. In this study, the case 
stories demonstrate that the challenges in implementing and administering a new technology 
into a practice and organizational context are difficult. In the teacher case story, we learned that 
even prior to starting implementation there must be strategizing on planning and organizing. 
And when implementing or enacting her learning design, the teacher had to enact various 
strategies by working with the social sides of technology use in her classes, which foremost 
included winning the trust of her students and creating a positive classroom atmosphere. This 
was essential to get her students to engage and share. Moreover, the teacher case story showed 
that this takes time to institute. We find the same pattern in the beta group case story. Here, they 
have adopted an agricultural metaphor to illustrate the challenges in creating conditions for 
sharing and engagement in organizations – early adopters have to perform a lot of gardening, 
which has to be carried out continuously. Moreover, this is concretized in a large variety of 
cultural expressions they had to “e-mission”, both digitally and face-to-face. On the other hand, 
we see that converting the meaning of “sharing” and “sharing culture” into a tangible and 
manageable work practice is equally challenging, especially when seen from an end-user 
perspective. This is shown in the social intranet case story. Here, end-users attempt to embed 
sharing into their work in different ways. The case story finds that it can lead to an information-
overload problem or prove incompatible with established work processes, where the latter is 
illustrated by the finding that end-users approve of informing about “finished and approved 
work”, but have great ambivalence in sharing “unfinished or “work in progress”.  

Research question 4: In what ways do social media challenge organizations? 

This is a bold question, but I believe that my study brings some interesting insights here, which 
can be limited to three patterns: 
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(1) Organizations capitalize and are present on social media, but meet “immune systems” as a 
defense mechanism circumventing organizational development and change: There appear to be 
similarities between how social media users and organizations interact and adapt to social media 
in the case stories, which causes interesting contradictions. One of these patterns consists of 
capitalizing social media and having a passive online presence, but is controverted by strong 
forces in organizational life preventing organizational development and change. To use a 
“thought experiment” to illustrate my argument, one can imagine a social media user can be 
prone to register on several SNSs and build large online networks consisting of hundreds of 
ties, but seldom engage beyond being present. This practice means that a social media user is a 
collector of resources, which he or she capitalizes and puts on public display. Moreover, if the 
social media user remains passive, he or she seems not to take advantage of his or her resources 
or set them to beneficial and practical use. But this can be circumvented by other administrative 
and organizational conditions beyond the user’s control or personal will. Organizations are 
somehow confronted with this challenge. The case stories show that organizations respond to 
social media by registering an online presence. Moreover, social media is partially accepted 
“on paper”, as it is integrated into the governing apparatuses and logics of organizations. This 
is illustrated in the beta group and social intranet portal stories. The beta case story shows that 
the Echo Organization accepts social media by imprinting its governing apparatus around the 
technology, like creating strategies, having guidelines, stressing the presence of its 
measurement system, and allocating human resources. Furthermore, the social intranet portal 
story illustrates that top managers in practice approach particular aspects of social media and 
attempt to work with them to deal with internal organizational challenges. On the other hand, 
the analysis illustrates that when the practice side is considered, internal forces in organizations 
are sensitive and differently receptive to social media and display their skepticism by setting up 
a “defense mechanism” from its “immune system”. This means that social media is partially 
accepted into organizational life but seldom reaches further to address complicated and 
sensitive matters of organizational development and change.  

(2) Organizational expendable space to work with social media: The findings demonstrate that 
it is possible in practice to incorporate social media into an actor’s work practice, which is 
achievable as various organizational designs permit it. Certain organizational designs provide 
employees with a relative degree of autonomy to perform their assignments as they see fit, 
which means that one can argue that some degree of organizational legitimacy exists to use 
social media as a methodology. There is expendable space within organizations, which enables 
a form of ambiguous autonomy, a condition that enables two actors to experiment with social 
media in two different types of organizations. In the K-12 education system, for example, 
teachers are granted a degree of autonomy to choose the methods they want to use to organize 
their teachings. In addition, teachers are encouraged by educational authorities to adopt and 
take advantage of new technologies. Educational authorities argue after a decentralized 
organizing logic, which claims that local actors are the most fitted to decide what might be the 
best solution to organize education, although teachers abide by a general framework. The 
teacher and beta group case stories are illustrations of two actors who take advantage of this 
autonomy and embed social media into their work practice. The difference between them, 
however, is how the teacher has to deal with other conditions and challenges. The teacher is not 
bound to consider the governing logics and apparatus of an organization, like embedding 
guidelines for social media use in an educational setting. These are irrelevant as there are none. 
Instead, barriers to user adoption are elsewhere, foremost among the skepticism she met among 
her students. The commonality between the teacher and the Beta Group is that they pay a 
significant price for being innovators. They go ahead, take the risks, map out what “works” and 
“doesn’t work”, operating in a gray space or at the boundary of the organization where they are 
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bound to encounter competing institutional logics and practices acting as barriers to 
organizational change and development. Choosing to operate there, means that they work 
“uphill” and take on an “innovation cost”, something they do voluntarily.  

(3) Interacting with ties with similar backgrounds and interests: The findings show that 
informants interact with ties who share similar backgrounds and interests as themselves. This 
suggests a rather strong empirical tendency that informants tend to connect with ties they know 
from the offline world and rarely expand their social networks from the online world in 
organizational life. This might appear axiomatic, but I stress this point anyway, as it manifests 
in various ways. In the beta group case story, we learned that when the members performed the 
testing of the SNS Elgg, they scouted for other early adopters in the Echo Organization. Another 
case in point is the social recognition the Beta Group members achieved from peers working in 
the same field in other organizations. In the social intranet story, we learned that in the 
implementing of the social intranet there was a tendency to ascribe and transfer the sharing 
competence and responsibility of the rooms to so-called “super-users”, employees particularly 
competent in technology use. This pattern is valid in the student case. Here, we can observe 
how connecting and sharing of interest is reflected in gendered approaches and centers around 
use of various social media types, as female students were prime users of blogs and male 
students of YouTube videos and gaming apps.  

8.3 Part III: Implications for research horizon 

To establish how my research results contribute to or reconfirm established knowledge within 
the relevant research horizon, this is accounted for in the following subsections.21 The first 
subsections discuss how the study’s research results differ from or are similar to research 
perspectives on new technologies or social media in organization studies. Thereafter, I turn my 
attention to address specific contributions from each of the case stories, before I conclude and 
account for research limitations and suggestions for future research.  

8.3.1 Research contributions to organization studies 

In recent years, the current theoretical discussion in organization studies has been characterized 
by tense discussions, especially concerning the role of technologies in organizations and 
organizing of work. As a reader of the journal literature, I observe that it has led to a rift between 
two “camps”, both of which have a social constructionist approach to technology. The two 
camps study the same subject matter, but disagree on use of approaches. This creates 
discussions where each camp critiques the other’s strengths and weaknesses. There are attempts 
to set agendas for future empirical research and discussions on the ways to go about theorizing. 
Central to it, I interpret, are discussions on how refined researchers are, when they study the 
social construction of a phenomenon by the use of technologies. This causes critics to raise a 
number of concerns: for example, that analysis overstates the power of the social and downplays 
the meaning of the technological; one questions if micro-analysis is a suitable way to generalize 
about an organization’s macro-conditions and organizational change; one disagrees on how 
well scholars manage to address the relation between conflict, technology and power; and one 
stresses to what extent researchers analyze whether new technologies can change the 
institutional order of an organization.  

 

                                                 
21 Refer to Chapter 3 for a full summary of current and relevant research horizon.  
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In my view, the camps are connected to two ontological orientations, each with its own 
respective proponents. One camp follows Orlikowski’s (2007, 2010) new research agenda, 
sociomateriality, while the other follows Leonardi and Barley’s (2008; 2010) voluntaristic 
materialism, which offers an alternative view to sociomateriality and ways to go about 
theorizing on the role technologies in organizations.  

In my view, Orlikowski’s sociomateriality is a culmination and refinement of decades of 
research, attempting to frame the use of technology in organizations from a practice 
perspective, or as others have termed it, the enactment perspective (Leonardi & Barley, 2010). 
Central to this body of research, however, has been to emphasize the structuration of emergent 
social structures in analysis, which stream from patterns created by humans’ recursive action 
and interaction with technologies (Boczkowski, 2004; Constantinides & Barrett, 2006; Dery et 
al., 2006; Orlikowski et al., 1995; Vaast & Walsham, 2005; Volkoff et al., 2007; Yates, 
Orlikowski, & Okamura, 1999). This research lens involves treating technology structures as 
virtual. These can change and take different forms, as humans integrate them into their everyday 
life by making sense of them by connecting them to situations in which they interact. The 
research focus is on what people do with the technology, the practice, which is ideally to be 
studied by use of a longitudinal research design and be examined as it unfolds with emphasis 
on communities. Orlikowski (2000) later refined her practice lens by drawing on influences 
from ANT (Callon, 1986; Latour, 1987; 2004; 2005), involving framing our understanding of 
technology under a new umbrella. Orlikowski and Scott argue that sociomateriality means to 
move away from considering actors and objects as self-contained entities that influence each 
other through impacts or interactions, to focus on “how materiality is intrinsic to everyday 
activities and relations” (2008:455). The aim is to challenge the ontological assumption made 
on the distinction between the technological and the social. Orlikowski argues that previous 
understandings have been framed around an ontology of separateness (Suchman, 2007), in 
which researchers theorized that the technological and social are separate entities and realities. 
This should now be reversed. We should see them as linked, equal, and inseparable, which 
means addressing a relational ontology. Instead of viewing the technological and social as 
separate, researchers should treat technological artifacts “symmetrically to the humans, and as 
equivalent participants in a network of humans and non-humans that (temporarily) align to 
achieve particular effects” (Orlikowski, 2010:135). 

The proponents of voluntaristic materialism see the sociomateriality research agenda as 
problematic. They identify a number of shortcomings. Recently, they have directly and 
critically question if it is a “wrong turn” in current theorizing in organization studies (Mutch, 
2013). This implies attempts to franchise a view where we only can use one theoretical 
perspective to understand the use of technology in organizations instead of being open to use 
multiple approaches (Scott & Orlikowski, 2013). The voluntaristic materialism approach differs 
from the sociomaterial perspective in a number of ways. First, they have another ontological 
interpretation of reality. They contend for recognizing that the material and the social are 
external relations rather than internal relations standing in a dependent relationship to each 
other. Instead, Leonardi (2013), for example, has suggested that sociomateriality could be 
approached from a critical realist perspective, which means to acknowledge the existence of 
multiple realities that can operate interchangeably and independently of each other. Future 
scholars should somehow still remain in the old terrain – which has meant to promote a view 
where scholars should use a socio-technical-systems approach (Emery, 1959; Trist & 
Bamforth, 1951) – and view actors and objects as self-contained entities that influence each 
other through impacts or interactions. Second, researchers should extend this notion and 
approach technology on the premise of an ontological separateness, as this can allow us to 



302 
 

address the material properties under a different light. Leonardi and Barley (2010) claim that 
this perspective is required, as the social constructionist approach to technology has 
marginalized the role of material in current theorizing. There is too much focus on the social 
construction of a phenomenon caused by the adoption of technology, leading to overstating the 
power of the social and downplaying the role of the material. In a sense, organization 
researchers are not studying the material properties of a technology, merely its social aspects, 
if we follow this line of reasoning. Third, Mutch (2013) claims that sociomateriality and 
practice approaches can prevent the discipline from conceptualizing the organizing of work and 
the organization itself. Fourth, Leonardi and Barley (2010) conclude that one of the greatest 
challenges with using a micro-perspective – on which many practice or sociomaterial studies 
are supposedly based – is that “this body of work might lead one to conclude that every 
implementation results in a unique sociomaterial order. Such a conclusion is problematic 
because, if taken seriously, social constructivists cannot speak to how the same or similar 
technologies occasion similar outcomes across organizations.” (2010:37). A practice or 
sociomaterial approach has limitations for understanding power in organizations, for example. 
Moreover, these approaches yield shortcomings, as they can offer poor insight to understand 
how “preexisting, entrenched social structures shape how technologies are deployed and used” 
(Leonardi & Barley, 2010:34). 

The arrival of social media into organizations, on the other hand, has involved new challenges 
for organization studies, which has included calls from researchers to take greater interest in 
social media (Leonardi et al., 2013; Treem & Leonardi, 2012). Here, scholars also continue to 
theorize in new ways, as we see the tendency of connecting social media to the affordance 
framework (Majchrzak et al., 2013; Treem & Leonardi, 2012), theorizing I see as related to the 
voluntaristic materialistic research camp. In this connection, the affordance concept outlined by 
Gibson (1986) has been suggested as an alternative concept to sociomateriality. In a sense, to 
speak about the affordance of a technology – or the action capability of what an object enables 
– will somehow allow theorizing beyond an ontology of separateness (Suchman, 2007). 
Affordance can therefore permit researchers to address the material and the immaterial as 
independent of each other and reinstate the technological more thoroughly into the social 
constructionist approach to technology. 

In light of the above, I constructed a different research lens to analyze the potential ways that 
social media is adopted and implemented into organizations. I created it for a number of 
reasons, based on my views and reading of current theorizing on how to address the role of 
technologies in organization studies. Here, I see that sociomateriality and voluntaristic 
materialism have strengths and weaknesses. I will give my views on them, interpretations that 
have become clearer through the progression of this study.  

First, I constructed and used a model approach, because I believe that there are no “right” and 
“wrong” ontologies or research perspectives that can only be applied in organization research. 
Rather, researchers should use a diversity of approaches and concepts to understand the world 
at hand. Academic plurality, inclusion, and exploration are needed as ways to gain insights, 
rather than believing and using the monopoly of a single social scientific belief system. 
Moreover, we need to use our creativity and think differently. This means that my views on 
current theorizing are similar to those of Scott and Orlikowski (2013), who stressed this point 
in their response to Mutch’s (2013) recent and strong criticism of sociomateriality.  

Second, I used and developed a model perspective, because I have been guided by an inductive 
research approach. My choice of theory was empirically governed. For example, this meant that 
I was not determined to test out a predetermined theoretical model, but I used theory as a way 
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to engage with other researchers about the interpretation I made about the life world of my 
informants. Therefore, the premise for my use of theory was formed by the subject matter at 
hand and how I evaluated it to manifest empirically in society at large – a trait I assume needs 
to be the base and norm in research (Schiefloe, 2011).  

Third, I have not been motivated by using a sociomaterial or a voluntaristic materialistic 
framework. I see great challenges overshadowing their purposes, for a number of reasons. Both 
approaches are challenging to apply. They are demanding to operationalize into a practical 
research project: for example, I am uncertain when a sociomaterial condition exactly applies – 
where and when is an informant in a state of relational ontology, when using a social media 
service. In contrast, to describe and contextualize the social and the material independently of 
each other and show how they work in multiple realities, as suggested by the voluntaristic 
materialistic research camp, is another conundrum. Faced with such aspects, I largely view the 
current theorizing on the role of technology in organizations as overplaying the meaning of 
theory. Instead of providing meaningful concepts leading to new insights on how social media 
is used and potentially affects organizations, sociomateriality and voluntaristic materialism will 
– in my view – lead to intellectual complexities. Using them can institute a gap between theory 
and empiricism, causing the opposite effect, that theory and empiricism can live separate lives, 
leading to our conception about technology developing into an academic discourse only a few 
truly understand.  

Fourth, eventually I evaluated both the sociomaterial and the voluntaristic materialistic 
framework as analytically inappropriate. I saw them to be unsynchronized with the ways that 
social media services make their ways into organizational life. For example, few research 
contributions in organization studies – to my knowledge – have properly cast light on or created 
a conceivable perspective to frame the material properties and conditions generated by social 
media services, apart from the network research trajectory outlined in Chapter 3.22 I saw it as 
challenging to use them to grasp several conditions; that social media is highly user-driven; that 
end-users today can easily start engaging with each other at very low cost, which allows humans 
to coordinate and organize activities in new potential ways; that there is a high degree of media 
richness in social media services that are used by millions of people worldwide; that acts of 
individual enactment or mass collaboration with the digital participatory culture of the Internet 
can produce emergent social structures; that social media phenomena could challenge the 
supremacy of established practices and institutional logics. In sum, since my interpretation was 
that organization researchers tend to frame adoption and implementation of technologies into 
organizations from top-down approaches and not problematize the aspects mentioned, it 
became logical to pursue the research path I selected.  

Consequently, as I observed that these conditions took “place out there” – in society at large – 
the thesis explored if the same dynamics play a role in organizational life. As part of my 
research lens, I explored what happens when social media is brought onto the turf of an 
organization by initiatives carried out by local actors affiliated to organizations. We learned 
that social media services are adopted “under the radar”, challenging and rewriting the ways 
that ICTs are administrated in organizations. I approached social media with a focus on 
grassroots initiatives, a perspective that emphasized the realities of actors working in first-line 
positions in organizations. This required use of decentralized perspectives, in addition to the 
usual top-down approaches. On the other hand, as the research project progressed, I concluded 
that informants approached social media from an interpretive point of view, which produced 

                                                 
22 See subsection 3.1.2. 
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the repeating pattern that the technology had to be explained and made sense of when they used 
it. Social media was approached as ambiguous.  

In this regard, I turned to the work of Weick (2001) who suggested that when new technologies 
enter organizations they tend to take on an equivocal nature. Technologies are “undefined” and 
require ongoing structuring and sensemaking if they are to be managed. Weick implied that 
humans had to rely on interpretation or retrospection and construct scripts around the 
technology they intend to use. Scripts, which can be seen as meanings or cognitive models or 
assumptions about a technology’s apparatus created by interpretation, manifest in symbols and 
expressions embedded into the technology and emerge from social processes. Although Weick 
outlined his arguments in a different era, I considered his observations to be valid about social 
media use. Social media took on an equivocal role, as it was common for humans to interact 
with it in situations characterized by media richness and complex technology environments. 
Social media is no less abstract than ICTs and has to be managed by acts of sensemaking where 
users rely on interpretation, enactment, and retrospection to figure out what it “is” and how it 
“works”. These factors meant that my views on social media aligned with current theoretical 
debates in organization theory – that we still have to engage with ontologies around 
technologies, but differ from the sociomaterial and voluntaristic materialistic frameworks. 
Instead, I argued that researchers could engage in analyzing the construction and outcomes of 
the interpretation and scripting processes emerging from the recurring enactment with social 
media and show how humans manage and organize themselves in relation to it, potentially 
revealing the temporary organizings I called models.  

Therefore, I suggested using an empirical model-based technology approach (Barth, 1966). 
This perspective emphasized the strategies and choices humans use to manage and organize 
processes and outcomes of recurrent engagement with social media. The model approach was 
used to frame and give empirical depth to the potential outcomes or effects of emergent social 
structures, coming from actors’ social media use in organizational life. I developed this 
approach because current theorizing in organization studies had a missing link. For example, I 
believe that the sociomaterial and voluntaristic materialistic frameworks are exceptionally well 
crafted to conceptualize the ontologies of technology use on a highly general and abstract level, 
but do not adequately give insights to understand potential local effects and nuances and 
configurations or forms. Yes, organization theorists can extensively describe the complex ways 
actors use technologies, as part of social processes, but they appears not to speculate adequately 
on what recurrent use or attempts to institutionalize technology lead to, potentially what to call 
this form. This aspect is related to my belief that actors’ use of technologies create emergent 
social structures that have the generic capacities to create forms, which can be temporary or 
permanent. This means that I have a formalistic view on technology use in organizations, which 
explores the potential outcomes of generic traits in social processes coming from human 
actions. In sum, my model-based technology approach has been used to think differently and 
to address analytically the consequences of emergent social structures coming from the use of 
social media.  

The research stream that has adequately pinpointed what I mean by the above was illustrated in 
the ways organization theorists have addressed new organizational designs (Groth, 1999; 
Mintzberg, 1983). Furthermore, I argued that we could view social media use from an actor 
perspective or from those who use the technology as part of everyday life in organizations. The 
model-based technology approach was used to understand how this plays out in various 
organizational contexts and is part of the adoption and implementation processes of social 
media initiated by the actors themselves. Moreover, I used defined and developed analytical 
concepts in organization studies, which have explored humans’ technology use. Here, I was 
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inspired by Orlikowski’s early work. Indeed, it was imperative, as it is brilliant in its own ways, 
especially in Orlikowski’s analytical way of reasoning. Orlikowski’s scientific production is 
characterized by first establishing strengths and weaknesses in current theorizing and thereafter 
complementing it and suggesting new concepts, which are always explained and legitimatized 
in an empirical analysis. This leads to theoretical concepts and thinking that describes humans’ 
technology use in an understandable and in a very accurate way. They are much more in tune 
with how humans use social media than the sociomaterial or a voluntaristic materialistic 
frameworks presently offer.  

I have been inspired by Orlikowski’s early work and have tried to show how humans interpret 
social media by drawing on previous frames, schemas, and experiences when using a 
technology (Orlikowski & Gash, 1994). This involved focus on cognitive structures, which 
emerges when people use the technologies in organizational contexts. I was also motivated by 
using a practice lens to examine how humans use social media and understand the evolution of 
practices emerging from its use (Orlikowski, 2000; Orlikowski & Yates, 1994). In addition, I 
included theoretical concepts on learning ecology (Barron, 2006), digital learning theory 
(Siemens, 2005), how practitioners use reflection (Schön, 1983) and the meaning of boundaries 
(Barth, 1969). These latter concepts were applied to explore factors and aspects that I evaluated 
not to be adequately addressed within what Leonardi and Barley (2010) called the interpretation 
and enactment perspectives.  

Having constructed the above “research filter”, how can I establish the contributions of my 
research to organization studies and which new insights does it attain?  

These are outlined below:  

1. Empirical documenting use of social media: One contribution of this research is the 
extensive empirical documenting of social media use in organizational life carried out 
by actors. This contribution has several facets. First, the study provides empirical 
insights on how social media is actually used by humans, meaning contribution to a 
research stream exploring the effects of social media in organizations (Lüders, 2013; 
Pettersen, 2014; Steinfield et al., 2009; Zhang et al., 2010; Zhao & Rosson, 2009). 
Second, organization studies has a track-record of documenting that humans interpret 
and make sense of technologies by drawing on previous frames and experiences from 
other domains in life when using and approaching a new technology (Barley, 1986; 
1988; Gopal & Prasad, 2000; Hsiao et al., 2008; Jian, 2007; Markus, 1994; Prasad, 1993; 
Walsham, 2002). Here, the study reconfirms that this is still a crucial variable, a 
consistent theme in all the case studies. Third, I suggest that the study opens a new path 
to understand the great variety of activities that are enabled by social media in 
organizational life. We see how employees coordinate and organize themselves in 
small-scale social media ecosystems, reflecting patterns of self-censorship, 
participatory divides and a reading approach towards social media. These patterns 
produce challenges in creating engagement, sharing, and sustainability in use of social 
media.  
 

2. Decentralized perspective and model-based technology approaches: My interpretation 
on current theorizing in organization studies is that it is often based on the assumption 
and premise of top-down approaches, where users are differently involved in adoption 
and implementation processes. To my knowledge, there are few studies that approach 
social media by using grassroots perspectives or emphasize how actors in first-line 
positions can create their own organizings around social media on the turf of an 
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organization (Soyland & Herstad, 2011). Applying a model perspective is perhaps a 
procedure to express the ways that social media is socially constituted into organizations 
giving small-scale informal organizings. Here, an important insight is how this study 
demonstrates that certain organizational designs give actors a relative degree of 
autonomy or expandable space to set up social media practices. This suggests that the 
local models are research contributions to our understanding on how social media is 
adopted and implemented into organizations.  
 

3. Nuancing the insights on the unfolding of structuration processes from a practice 
perspective: Practice approaches in organization studies emphasize the importance of 
emergent structures, which stem from structuration processes produced by social 
interaction and use of technologies (Orlikowski, 1996; Orlikowski et al., 1995; Yates et 
al., 1999). As pointed out earlier, these are ideally to be studied by use of a longitudinal 
research design and to be examined as it unfolds with emphasis on communities. The 
criticism of these approaches is that they do not adequately frame the role of preexisting 
and entrenched social structures in organizational life, such that they “cut off” the 
actions and motives other actors might have. In addition, as practice perspectives are 
prone examining organizational change from micro-perspectives and stress potential 
change in work routines, this can yield limited insights to say something about macro-
conditions, like how large institutions attempt to control each other by selling and 
implementing technologies (Leonardi & Barley, 2010). Furthermore, my interpretation 
and reading of studies claiming to scrutinize emergent structures coming from 
structuration processes are often portrayed as contained, stable, and linear. In contrast, 
this study contains two longitudinal case studies. These show that the nuances and 
complexities from structuration processes are demanding to perform by those who 
organize and enact them. The case studies suggest that social media grassroots 
initiatives are seldom linear and controlled, but include a need to perform a wide range 
of negotiative strategies to counter and accommodate other preexisting and entrenched 
social structures played out by other actors. This is exemplified by how early adopters 
can meet technology resistance or skepticism from other actors, which is prone to 
manifesting in small-scale situations. The case studies are a reminder that human 
retrospection and improvising are crucial skills, which are needed to master dramatized 
and unpredictable challenges emerging from structuration processes. Here, these 
insights perhaps represent contributions to how organization researchers approach 
structuration processes.  

The nuances in potential research contributions from each of the case stories are accounted for 
in the subsections below. Here, I will address how the particular analytical concepts I have used 
can give further insights on use of social media in organizations. This requires me to explain 
what the four models represent. 

8.3.2 Research contributions of the student case story 

The student case story is a research contribution to educational research on social media, giving 
insights into learners’ social media literacies.23 The case story reconfirms known findings and 
user patterns documented by educational researchers, research work that has recorded that 
university students use SNSs for online social and leisure activities, centering around studies of 
Facebook use (Christofides et al., 2009; Ellison et al., 2007; Ophus & Abbitt, 2009; Pempek et 
al., 2009). This research stream has documented that students avoid using social media for 
                                                 
23 These contributions are based upon the outline of research horizon presented in subsection 3.3.2.  
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formal learning purposes (Selwyn, 2009) and stresses that educators and students do not engage 
with each other. In this regard, my case study confirms that high schools students’ user behavior 
is similar to university students’ behavior. On the other hand, the case story suggests adding 
knowledge and opens a new research trajectory on how students use social media in the lower 
levels in national education systems. This is a new insight, as much knowledge has been shaped 
by university students’ user experiences (Hew, 2011).  

Consequently, I evaluate that the student case story contributes to knowledge as in the following 
points: 

1. High school students take the initiative to organize formal learning: Researchers have 
documented that university students use Facebook to organize simple logistics about 
their studies, to some extent, high school students. Researchers report in unison that 
students prefer not to use social media for formal learning. Moreover, rarely is there 
evidence found that students take the initiative to organize formal learning activities. 
Studies are inclined to establish that educational use of social media is under teacher 
control. Therefore, to find that high school students take the initiative to organize formal 
learning activities on a social media service sanctioned by a learning institution is new. 
I suggest that my finding of widespread user divides, moreover, that students who 
interact across social media services and are content-producers are likely to show 
positive study habits, who prove to be mostly females, are new insights. 

2. Minor changes in SNS user patterns: The case story adds to knowledge on some minor 
SNS user patterns: tendencies of strong self-censorship; decline in the popularity of 
Facebook; Facebook groups are used as “private taxi sites”; combined use of several 
SNSs; and strong tendencies for users to become disengaged.  

3. The use of YouTube to organize informal learning: The case story contributes new 
knowledge on how youth use YouTube to organize informal learning.  

An important question that remains is what the local model, the shadow student learning 
ecology, can “represent”. Furthermore, what can such a concept teach us about organizing 
learning by use of social media? 

By combining aspects from the work of Barron (2006) and Siemens (2005), I used a learning 
ecology perspective to construct a concept that can give an idea of an emergent social media 
arrangement, which emphasizes the dynamics, and strategies of how young people’s social 
media literacies play out in a learning context. Moreover, the term indicates a simplified and 
holistic representation of a temporary organizing, which is made up of the sum of transactions 
performed by students in today’s social media economy, transpiring in the light of an 
organizational context and contradicting an educational initiative. The term is therefore a way 
to describe the complex manners of social media behavior, instead of merely using technical 
definitions of Web 2.0 applications, as a way to understand how learning is organized. I stress 
that the shadow student learning ecology is by no means absolute. It can be one of many 
approaches to analyze how young people use social media for learning. This means that I used 
it as an analytical procedure to complement an already existing framework, which could give 
answers to social media behaviors I had challenges in explaining.  

Consequently, the shadow student learning ecology is an illustration of how high school 
students take the initiative and use social media to construct an organizing. I showed this by 
analyzing how social media is used to organize and coordinate formal and informal learning 
activities. The analysis suggested that social media is an arena to coordinate and organize 
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formal learning activities already given by an educational authority. There is little evidence that 
students are motivated to use social media resources to pursue knowledge beyond the 
assignments they have to complete. This indicates that practices from the “offline world” make 
their way into the “online world” by the actions of the students. Students settle with 
communicating and sharing school related information, making their online engagement an 
individual rather than a collaborative performance. 

In the organizing of informal learning, we saw another reality. Here, the students strived and 
chose to pursue and create learning opportunities. This is displayed by how the students 
performed a range of knowledge acquisition strategies, where they retrieved and reflected upon 
user-generated content – YouTube videos – to learn about activities that interested them. This 
way they were able to learn more about their hobbies. My data analysis showed that the students 
reflected upon experiences produced by their online peers, which were performed in individual 
or collaborative contexts. When learning to play a musical instrument or a new game, they 
supported themselves by using a pool of resources that had been produced by others, reflecting 
that when engaging in this field they chose to become part of a “YouTube community of 
practice”. Engaging in the YouTube community is beneficial. In this, we saw evidence of how 
students managed to connect pieces of information to enhance their understanding of a pre-
established experience – they searched for information, worked with it or transformed it, and 
used this experience to enhance their skills and knowledge on something that interested them, 
which occurred in contexts typified by self-organization.  

To conclude, while Barron (2006) demonstrated brilliantly by using a learning ecology 
perspective that students tended to migrate between school and private contexts to harvest 
knowledge and learn to become proficient technology users, my analysis finds something else. 
Barron showed that her informants tended to cross the boundaries between interdependent 
learning contexts, indicating that students combined formal and informal learning 
interchangeably to enhance knowledge. In contrast, my analysis demonstrated that the high 
school students compartmentalize their knowledge acquisition strategies into limited and 
defined contexts. This means that the case study shows that the students compartmentalize and 
are not motivated to cross the boundaries between formal and informal learning contexts. To 
them, “school is still school” and “social media is for grooming and gossiping”. 

8.3.3 Research contributions of the teacher case story 

The teacher case story is a contribution to educational research, providing insights into how 
educators organize practice by using social media.24 The case story confirms known patterns 
and challenges previously documented by educational researchers. This research has recorded 
that educators face challenges in creating learning conditions for student engagement and 
collaboration, a pattern documented in studies on use on blogs and wikis. A consistent theme 
in these studies is the differences in how well educational use of blogs and wikis is received by 
students. Studies establish that students can be positive and see benefits (Deng & Yuen, 2012; 
Goktas & Demirel, 2012), but the extent to which students contribute and engage in learning 
activities varies (Deng & Yuen, 2011; Jimoyiannis & Angelaina, 2012; van Wyk, 2013; Yang, 
2009). Researchers are prone to communicate that educational use of blog and wiki involve a 
great deal of teacher instruction and performance of scaffolding strategies to become successful 
(Cole, 2009; Ebner et al., 2008; Karasavvidis, 2010).  

                                                 
24 These contributions are based upon the outline of research horizon presented in subsection 3.3.2.  
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Again, insights from this research are defined by how university students use social media for 
formal learning. We have limited knowledge on how use and learning of the same technologies 
are applied in the lower levels of education systems; hence, the case story adds knowledge to 
an unexplored field that requires more research. Here, the most significant contribution is how 
I meticulously document the complexities, challenges, and nuances of planning, organizing, 
and implementing a classroom social media learning design from a teacher perspective. In light 
of that, I emphasized that Norwegian teachers are prone to using digital material manufactured 
by professional publishing companies as the premise for their organizing practice and rarely 
use social media, which adds legitimacy to my claim (Hatlevik et al., 2013). Furthermore, my 
study is of greater value as it is a classroom study that tracked practice from a longitudinal 
perspective and documented the nuances taking place in a learning process. 

Therefore, I evaluate that the teacher case story adds knowledge in the following ways, which 
are particular nuances of already established research knowledge: 

1. Curriculum-based social media learning design: The case study accentuates that it is 
possible to organize classes by use of social media in foreign language training in a high 
school setting and embed goals from national curriculums. 

2. The importance of strategizing: The case story adds knowledge to the scaffolding 
strategies teachers have to perform to make students engage and collaborate by use of 
social media. Here, an imperative finding is the importance and necessity of creating a 
positive classroom atmosphere and that strategies are adopted while enacted and are 
part of an ongoing process following the progression of a school year. 

3. Students are textbook orientated: The case story documents that students are prone to 
exhibit a technological framing towards a textbook culture, even when using social 
media for learning purposes. This aspect has been largely overlooked in the current 
research literature.  

4. YouTube effect: The case story is a reminder that YouTube videos have a positive 
outcome on learning. YouTube videos can trigger and motivate students to learn. 

5. Differences in students accepting a social media learning design: The case study shows 
that it takes time to institute a social media learning design. The case story established 
that students accept and respond differently to educational use of social media. Students 
can meet such learning approaches with technology skepticism.  

An important question that remains to address is what the local model, the authentic learning 
situations, “represent”. Furthermore, what can such a concept teach us about organizing a 
learning design in foreign language training by use of social media? 

By combining aspects of Orlikowski’s (2000) technology-in-practice with Schön’s (1983) 
reflection-on-action, I attempted to establish what I called “reflective-technology-in-practice”. 
I combined these terms to construct a practice lens to analyze the teacher case story. 
Furthermore, my aim was to extend Orlikowski’s argument, which stressed the importance of 
investigating emergent structures, which can surface from human action by recurrent 
engagement with technologies. Orlikowski argued that people’s recurrent engagement with 
technologies produce a set of rules and resources that are reconstituted by action. This argument 
implied that the research focus needed to be directed on particular patterns and conditions that 
can become routines, as a consequence of recursive engagement with technologies. Such 
recurrent practices were argued to shape technology structures and could take different forms. 
We learned that these are temporary, situative and contextually dependent and can be enacted 
in many different ways. Orlikowski stressed that these are not “out there”, but are virtual, 
emergent from people’s use and part of recurrent production by everyday action, manifesting 
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in situations. Although Orlikowski introduced several technology-in-practices, I took interest 
in the “improvisation-technology-in-practice”. I interpreted it to be a development of the 
situative change perspective (Orlikowski, 1996). This argument was demonstrated in the 
implementation of Notes among a group of specialists working in a customer support 
department in a company. In short, Orlikowski found that the specialists appropriated Notes, 
but later developed unplanned work routines by acts of improvising around a database 
embedded in Notes, routines that later changed the organizing structures of a customer support 
department. Orlikowski established how an informal practice was enabled by the 
implementation of a technology and brought organizational change, causing the specialists to 
become collaboratively orientated. Such factors were allowed, as the work culture at the 
customer department was learning orientated, team based and cooperative. 

On the other hand, the concept “reflective-technology-in-practice” was my attempt to address 
the enactment of a social structure, where an actor had to use personal reflection or retrospection 
to understand her recurrent use of a technology. “Reflective-technology-in-practice” was 
conceptualized to represent a more structured and controlled form of improvisation and 
experimentation with new ways to use social media in education. This is characterized by how 
the teacher reflected on her actions and “engage[d] in a process of continuous learning”, to use 
Schön’s (1983) words. This was emerged as a re-constituting pattern, as the teacher was 
motivated by performing a “trial-and-error-practice” with social media. This had two sides, 
which shared analytical parallels to a social structure and agency problem complex. First, the 
case story showed how the teacher regularly tested out educational social media and designs on 
her classes, which happened in action, while secondly, she reflected on her enacted experiences 
on what “worked”, as an attempt to adjust herself to a recursive pattern to achieve a long-term 
goal she set, which dealt with improving learning and motivating her students to learn English 
and Spanish. The case story demonstrated that this was ongoing, but happened against a 
different organizational setting than the one described by Orlikowski. While Notes was 
implemented as part of a top-down initiative, the teacher case story demonstrated the opposite. 
Relative organizational flexibility and autonomy permitted the teacher to “select”, “import” or 
“shop” social media services after her own choosing. These were reused and reinterpreted to fit 
educational designs the teacher defined as necessary, but were combined and aligned with 
personal experiences and institutional conditions. Behind authentic learning situations, the 
teacher could design her own “reflective-technology-in-practice“, but also implement it, enact 
it and experience it through her practice, which in essence meant that the teacher staged her 
actions and investigated how that enacted with emergent patterns through recurrent and ongoing 
interaction with an educational technology design she created. 

What does the use of such a research lens teach us? My interpretation is that many analyses of 
structuration process – involving technology implementation in organization studies – focus on 
end-results or portray stable and rational processes that can lead to changes. This creates a 
“sterile” picture of change processes and technology implementation, which leads to ignoring 
the many nuances and potential conflicts and contradictions that are sure to arise. 
Organizational members are not always loyal to technology intentions. Moreover, 
organizational change and changing practice is a difficult matter, perhaps one of the greatest 
challenges managers and practitioners face in their line of work. Regardless of that, as a reader 
of such analysis in organization studies, they appear not to exist in the representation of 
organizational life. On the other hand, the teacher case story is an illustration that implementing 
and enacting of a technology learning design is not a “simple walk in the park”. In portrays the 
opposite. Enacting of a technology implementation process is a demanding and complex 
undertaking. It also takes time to institute and become accepted by other organizational 
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members, which can lead to different end-results. The teacher case story is a lesson that in 
structuration processes there is a continuous and negotiative social role play where the teacher 
encounters dozens of situations where she meets other actors in the classroom situations who 
do not share her belief in social media and learning. Students enter class with different 
motivations and ambitions. Moreover, they have different technological framings, which set 
their premises for technology use. Students can be skeptical and be orientated toward a textbook 
culture, which requires the ongoing performance of multiple strategies acting as counter-
measure to achieve a goal to work in the digital age. A practice lens therefore leads us to 
understand the complexities of these social realities. 

8.3.4 Research contributions of the beta group case story 

The beta case story is a contribution to organizational research on social media.25 Apart from 
the successes reported from IBM’s Beehive project (DiMicco et al., 2009; DiMicco et al., 2008; 
Lin et al., 2012; Steinfield et al., 2009; Thom-Santelli et al., 2010; Thom-Santelli et al., 2011; 
Wu et al., 2010), studies have made contradictory findings. Studies have concentrated on 
mapping basic user patterns among users in organizations. Research has found that 
microblogging communities and professional SNSs can have the capacity to build bridges 
across organizational boundaries (Brzozowski, 2009; Brzozowski et al., 2009), inasmuch to 
document that they are sustained by a small group of employees who actively share and engage 
but is monitored by a large silent majority who watch what others do (Jackson et al., 2007). 
Research has established the reasons why employees blog and engage on SNSs, which in many 
cases deal with finding competences, exchanging ideas, and maintaining and building 
professional relationships (Ehrlich & Shami, 2010; Linders, 2012; Zhang et al., 2010; Zhao & 
Rosson, 2009). Researchers have proved that users have intricate communicative strategies, 
reflected in a participatory divide and conscious role performance (Gibbs et al., 2013; Lüders, 
2013; Mukkamala & Razmerita, 2014; Pettersen, 2014). Studies have determined that it is 
challenging to sustain social media use and that colleagues can be strict on what type of 
information they share, which is specifically valid in research on organizational wikis (Danis 
& Singer, 2008; Giordano, 2007; Grudin & Poole, 2010; Holtzblatt et al., 2010).   

The beta group case story is a contribution to the above research stream. The case story also 
confirms findings seen in previous studies on the same matter. On the question of addressing 
new knowledge, to my knowledge, there appear to be few ethnographic studies in the literature 
that have mapped how employees build specialized competence and work professionally with 
social media in public organizations. Few analyses seem to have considered this from a 
longitudinal perspective. Moreover, the current research horizon shows that few studies have 
explored how employees in public organizations construct organizational social media 
literacies, which combines facets from the contemporary Internet culture with the governing 
logics of a public administration. This means that the beta case story represents a contribution 
by showing a more complex way of working and using social media in organizations, although 
it also conveys familiar conditions and challenges from organizational life. On the other hand, 
the case study confirms certain known patterns, like that public organizations integrate and 
construct official frameworks into their uses and that social media tends to be used as a “push 
tool” to inform about activities (Reddick & Norris, 2013).  

Therefore, I evaluate that the beta case story contributes to knowledge in the following ways, 
which are particular nuances of already established research knowledge: 

                                                 
25 These contributions are based upon the outline of the research horizon presented in subsection 3.3.1.  
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1. “Innovation cost”: The case story gives insights on the challenges and conditions early 
adopters in public organizations face when they take the initiative to make up practical 
experiences on use of social media rather than the technology suppliers of such services. 
The case story contributes with knowledge on how the practice field can be ahead of the 
technology suppliers in exploring the shortcomings and successful use of social media 
in organizational life. In the absence of aggregated experiences, the early adopter work 
has involved them paying an “innovation cost” for being pioneers in their field. 

2. The importance of communicative strategies: The case story provides in-depth 
understandings on the range and complexities of communicative practices, which 
transpires from use of social media in organizations. This includes making sense of 
them, constructing them from acts of translation, and disseminating them internally in 
organizations.  

What then does the local model, the relation platform, “represent”? Furthermore, what can such 
a concept teach us about the ways social media is used in public administrations? 

By combining aspects of Orlikowski and Yates’s (1994) genre repertoire with Schön’s (1983) 
reflection-on-action, the beta case story tried to show a structuration process on how a group of 
employees created their own definition of social media and social media guidelines fitted to use 
in a public organization. This involved analyzing the ways the BG enacted a structuration 
process and created a set of communicative practices, which was linked to work with 
organizational communication. This dealt largely with learning the complexities of a 
technology and the communicative practices it enables and later teach them to coworkers with 
the goal of motivating them to change work practice by abandoning e-mail communication to 
share knowledge and engage on social media platforms.  

Using a perspective that established a structuration process demonstrated two things. First, 
when social media first surfaced, the BG members were confronted with the challenge of 
sensing the absence of a shared meaning of what social media “is” or “was”. Social media was 
difficult to define and was equivocal. When the BG members used the established resources 
they normally use to stay updated on changes in the technology landscape, they could not give 
them an adequate description of the new technology and how to integrate it as part of their work 
practices. Although working in an organization that possessed much knowledge and resources, 
the BG experienced a lack of formal competencies from where knowledge could be harvested. 
In a sense, there was a type of “organizational knowledge vacuum”. Second, confronted with 
this situation, the BG members attempted to conceptualize social media and took the initiative 
themselves to learn about it. They self-initiated a learning project, which involved drawing on 
past and present experiences and looking to sources beyond the boundaries of the Echo 
organization, to form their own professional knowledge on social media and give understanding 
to their work. This consisted of enacting and self-organizing of a “trial-and-error practice” 
where they tested, interacted and wrote about how to use social media in an organizational 
context. As part of enacting this reflection process, the BG broke down definitions of social 
media, informal knowledge, and cultural influences associated with the social media universe 
they came across. These experiences were thereafter “reassembled” under their own 
understanding, which has been part of a structuration and knowledge production process that 
has taken different turns. This means that “relation platforms” was the outcome of an active 
interpretation process, transpiring from retrospective interaction in situations the BG members 
experienced, which is based on making sense of a technology that manifested as ambiguous.  

What then does the case story tell us? The beta group case story is a reminder of some of the 
same patterns established in the teacher case story. The structuration process gives insight on 
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the challenges actors face in working and introducing social media into organizations as a 
potential work practice. We learn that the Beta Group experienced success within its domain, 
but met challenges when crossing the boundaries where the role of social media is marginal. To 
achieve acceptance requires modifications to the BG’s understanding of social media, involving 
a move from having an idealistic approach to including the institutional practices and governing 
logics of a public organization.  

8.3.5 Research contributions of the social intranet portal case story 

The social intranet case story is a contribution to organizational research on social media.26 The 
case story confirms findings seen in other studies. These have documented that social media 
users have elaborate communicative strategies, reflected in a participatory divide and conscious 
role performance (Gibbs et al., 2013; Lüders, 2013; Mukkamala & Razmerita, 2014; Pettersen, 
2014). The case story confirms findings that social media users can be strict on what type of 
information they share (Danis & Singer, 2008; Giordano, 2007; Grudin & Poole, 2010; 
Holtzblatt et al., 2010). On the other hand, the case story contributes new knowledge on the 
experiences and processes that actors perform in a public administration when acquiring and 
implementing a professional SNS.  

In this regard, the case story adds knowledge by the following points, which are particular 
nuances of established research knowledge: 

1. Contradiction between intent and outcome of a measure: The case study highlights a 
contradiction in a measure. The measure intended to simplify the work surface among 
employees in a public organization, but is interpreted instead to complicate work 
practice and create disengaged end-users. 

2. Self-censorship and sharing leads to informing practice and information overload: The 
case story documents that employees have a dual approach in using a social intranet and 
ambivalent relationships towards information sharing. Employees monitor their news 
feeds and remain passive, while actively communicating on e-mail and chat software 
with colleagues. Sharing is performed a practice of distributing information and 
employees exercise strict criteria on what content they can share with others, leading to 
sharing being seen as an unmanageable work routine that it makes little sense to carry 
out. 

3. Interpret sharing from a different frame: The case story teaches us that the end-users 
tended to interpret and approach the social intranet and sharing from different 
technological frames. The social intranet was interpreted often in light of the old intranet 
and how SNSs are used for informal communications and socializing.  

What then does the local model, the 2.0 Social Intranet Portal, represent? What can such a 
concept teach us about implementing social media into a public administration? 

I have used the technological frames of Orlikowski and Gash (1994) and Barth’s (1969) ethnic 
group and boundaries to understand what role human interpretation played when top 
management in a public organization decided to “import” a particular idea embedded in the 
social media universe – sharing – and introduce it to its employees by an implementation 
process to enhance organizational performance. This teaches us that sharing triggers 
commotion. Sharing challenges actors in organizational life to cross or adjust to an uncertain 
social boundary, which they often have no desire to cross. Sharing is an instrument that can 

                                                 
26 These contributions are based upon the outline of research horizon presented in subsection 3.3.1.  
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solve organizational challenges, just as much as it is associated with risks and ambivalence. 
Sharing has a disorganizing capability, but unforeseen benefits. In our case, sharing’s embedded 
relationship to social media is interpreted differently and changes according to which actor 
ascribes meaning to it. The social intranet case story is an example of how intentions and 
expectations of technology influence the actions and role performance of a group of employees. 
We learn that these conditions change especially when they are “pushed down” in the 
organizational hierarchy, bringing contradictions to the surface.  

Orlikowski and Gash (1994) developed a social cognitive perspective on IT, finding that two 
groups in an organization had different assumptions, expectations, and knowledge about a 
technology. This was illustrated by the way that technology designers interpreted Notes as a 
collaborative technology that could change work practice and organizational conditions, from 
how end-users interpreted and used the same technology for individual purposes and 
communications. Similar patterns are seen in our case. There are differences, however. This 
difference relates to a classic challenge, which I believe a number of studies of implementation 
processes in organization studies have pointed out or is a common experience in organizational 
life – that the practical outcome of a measure when implemented differs from the original intent. 
Such differences are often explained in terms of translation and human interpretation. These 
conditions are seen in the implementation of Jubel. And simply speaking, Jubel is a top-
management initiative aimed at simplifying the work day of the CA’s employees, reducing 
internal boundaries, and creating organizational unity by sharing knowledge – which are good 
intentions – but when implemented, conflicting outcomes surface. The end-users attempted to 
comply with the new technology and its intentions by adopting and creating individualized user 
strategies. These demonstrate that a new social intranet, sharing, and sharing culture can be 
personally unmanageable and constitute a potential peril to work process, causing technology 
skepticism among end-users in first line positions. 

8.3.6 Suggestions for future research 

As researchers argue that more research work is needed on social media’s role in organizational 
life, I generally agree with this. Below are my suggestions for future directions.  

In educational research, researchers should continue to explore how learners and educators use 
social media. Areas of research could include:  

 Researchers should continue to explore learners’ social media literacies and strategies. 
Researchers should pay attention to how students traverse, understand, trust, and 
evaluate multiple types and sources of data they interact with. We need to know more 
about what learners do with the content they produce or consume; identify barriers to 
content creation and participation; develop new theory and practice and policies. 
Researchers could explore the transitions between formal and informal learning and 
identify motivators and factors to ease the flow between informal and formal learning.  

 The arrival of smart phone apps involves challenges. This has meant that audiovisual 
and image based social media services are making their way into education systems. 
Audiovisuality entails new techniques for how to manage and organize learning 
processes, where the academic written text culture is challenged by interactive and 
participatory ways of learning. Educational researchers could for example explore how 
audiovisual services can be combined with other forms of social media in online 
communities and classroom situations.  

 The development of online social identities can also be a research subject. Young 
people’s engagement in the social media universe involves interaction with a range of 
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software, which they shape in close and complex interaction with education systems. 
Researchers could explore the particular ways and contexts where adolescents construct 
their social identities.  

 Researchers should consider developing theory-driven papers. The social media 
landscape changes quickly. A crucial lesson from sociological and anthropological 
research is that theoretical concepts emerge as results of empirical analysis, implying 
that theory and data go hand-in-hand and are attached to particular areas and periods. If 
old theory is used to understand new matters, the question remains if we achieve suitable 
explanations at the matter at hand. For example, Social Network Theory was used under 
a different area when the Internet did not exist. I would recommend that researchers 
expand on old frameworks and use their creativity to come up with new relevant 
concepts. There is need for more theory to describe what is going on.  

In organization science, researchers continue to explore topics that I have accounted for in my 
outline on current research horizon. Areas of interest could include:   

 Organization researchers should continue to map how employees use social media. 
Organization researchers should address “the whys” and factors that encourage or 
prevent use of social media. Specifically, we need more knowledge on what role use 
and adoption of social media plays in relation to established work practices. 

 Organization researchers could narrow their scope and develop research questions 
around specific themes. For example, we have learned that use of social media may be 
connected to particular groups and departments within organizations, which are prone 
to adopting faster than others. Moreover, research indicates that online engagement is 
formed and maintained by a small group of actors, while the majority remain 
disengaged. Hence, researchers could focus on establishing the factors and motivators 
on why employees decide to disengage from online participation. 

 Organization studies need longitudinal studies. For example, studies have indicated that 
social media in organizations meet challenges in creating sustainable SNSs. Here, 
researchers could focus on identifying factors that could help to sustain online 
communities and motivators that contribute to increase online sharing. 

 Finally, organization researchers should consider developing new theory. The discipline 
should engage in creative thinking and suggest new theory, which is based on empirical 
descriptions on use of social media. Such concepts could, for example, have different 
levels of abstraction, as we need both intuitive concepts that explain use of technology 
instantly as well as high-level theorizing.  

8.3.7 Research limitations 

As with all research, this study is not without limitations. There are certain matters I will address 
and acknowledge at this point.  

First, I have performed a qualitative study. Choosing to do so entails shortcomings, as there are 
divided opinions on performing qualitative studies. The strongest objection against my work is 
that the quality and content of my research depends greatly on the individual researcher, ergo 
myself. This means that the research questions I have asked and the interpretations I have made 
can influence the data analysis and be difficult for other researchers to interpret. Moreover, this 
means I do not fulfill goals like scientific objectivity, although there are diverse views on what 
this means. Claims of objectivity can represent a form of subjectivity and can be seen as a form 
of belief and an instrument to institute legitimacy, for example. Another drawback is the 
impossibility of duplicating my study, which prevents other researchers from confirming or 
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denying my research results or interpretations. Also, organizational contexts differ, which 
means that if my study is replicated, other researchers will encounter other teachers and students 
and obtain other results. Another shortcoming is generalizability. To counter these 
methodological dilemmas, I wrote an extensive chapter on my research approach. Here, I 
outlined in great detail the research strategies I used during the progression of this study. The 
best way I could present my data was to have rather impersonal narration on use of social media 
and let my informants explain how they went about their business.  

A second limitation is that this study may not have adequately framed the material properties 
of social media use in organizational life. Like with most social constructionist accounts of 
technology this study also has the limitation of putting its focus on the social side of technology, 
causing it to downplay the role of the material. To counter that shortcoming, for example, would 
have entailed more detailed analysis of technical features in social media services. 

8.4 Part IV: Recommendation to practitioners 

The study offers insights for practitioners in organizations to assist them to integrate social 
media services into their own practice. Below are my recommendations for practitioners. 

Organize work practice on the premise of an activity and clear role-performance: A lesson 
from this study is that work practices should be constituted on the premise of an activity and 
definition of clear role performance. There are many collaborative social media services on the 
market. Practitioners should agree upon on what types of roles they take on when initiating 
work processes. We learned in research on the use of corporate wikis and in education systems 
that collaboration is a skill that has to be learned. A common way to solve this is to take different 
roles where some are “writers” while others are “readers” in the organizing of a project, for 
example.  

Social media gives access to valuable resources: Social media can at first appear as a 
bewildering playground where the first impression is that many users are more into grooming 
and gossiping and indulging themselves in leisure activities. Such experiences can discourage 
new users from engagement in social media. On the other hand, there is an uncharted territory 
of people and information that is valuable and educational. The challenge is that these have to 
be located by the user, which means that any user has to perform a set of connecting practices 
and strategies to find the interesting and relevant resources. From the study, we learned that this 
demands that users must network and filter out the relevant from the irrelevant and become part 
of a community that fits their professional needs and interests. This means personal exploration 
where you set up yourself as node and build a personal learning network, where various social 
media software can be used to share and exchange ideas on themes that interests you. But these 
never come for free and are dependent on your own will and effort to engage with others. The 
good thing is that there is always someone looking for someone to engage with on social media. 
The task is to find each other. 

Consider how you wish to present yourself digitally: Social media has a collective memory. 
This means that the Internet remembers and it is difficult to erase what you have published. 
Social media is about etiquette, which can be difficult to make sense of. And I believe social 
media users realize the significance of their actions after they have performed them. This means 
that grasping the meaning of retrospection is crucial and it is a term you should integrate into 
your vocabulary. This is a crucial skill to master. Social media users construct different 
approaches to how they interpret and enact information. What you consider as innocent, can be 
interpreted by others as something different, meaning that you are seldom in control of what 
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you share on social media. Many informants solve this by performing self-censorship and 
remain silent. From the study we learned the term “technological framing”, which means that 
humans interpret and have different expectations and assumptions on the impact of technology 
in organizational life. Users interpret and put their own labels on social media content, which 
means that this has impact on the extent to which they will engage with new contacts online. 
For example, in the SNS research on organizational use of Twitter, we learned that some users 
are “In-formers” while others are “Me-Informers”. It could be advisable to consider how 
personal you are when you present yourself professionally on social media and what you share. 
Should you inform about yourself to brand yourself or share information that is interesting and 
relevant to others? In general, when engaging on social media, present yourself as you would 
present yourself face-to-face. Not everything needs to be shared. 

Use reflection with a colleague to make sense on what is going on: The research design used to 
tell the teacher and beta case stories are practical examples for practitioners to make sense of 
social media. The case stories emphasized understanding how organizings emerge from 
enacting actions by using personal reflection to understand the use of technologies in social 
contexts. For example, we learned how the teacher and the Beta Group members first planned 
and performed a social media practice and attempted to make sense of it after completing it by 
use of their reflection, which is repeatedly performed over a short or longer time frame, creating 
a process. I used this simple approach to make sense of social media. Moreover, I used my 
reflection and asked simple research questions in a dialogue with my informants – which 
centered around asking many “what-does-that-mean?” questions. This method might sound 
“unscientific”, but it assisted my informants greatly to grasp their practice and how they used 
social media in the ways they did. Furthermore, when they read about how their practice was 
described, this gave a benefit. Transferring this method to the practice field means that 
practitioners could first plan and complete a practice and create a shared frame of reference and 
ask each other simple questions on what they just performed. In the teacher case story, for 
example, many interviews were conducted right after class. The teacher had fresh experiences, 
which allowed her to put words on what she just had done. Practitioners can also interview each 
other. And it is a method that cost little resources. You only need a colleague with the time to 
listen and the wish to exchange experiences.  

Sociological theory helps: Another recommendation is to use and engage with sociological 
theory to comprehend technology-in-practice. Unfortunately, sociological theory can be 
difficult to get your head around at first, but I believe it is not that demanding. Sociological 
theory is indeed relevant for understanding technology practices for several reasons. For 
example, technologies are never neutral and are embodied with values, norms, and deliberate 
intentions, which are seldom made quite clear, but have to be interpreted and debunked after 
they are used. Moreover, social media is becoming more and more abstract and is under 
continuous development, whereas it takes many years before textbooks explain the logic and 
reasons behind the technology. Social media can also, as a future network technology, start to 
play an important role in the working day of knowledge workers. There will be a need for 
empirical models explaining “what is going on”. The teacher and BG members resurface again 
as examples of actors who have used variants of sociological theory to understand their 
technology practice. Both actors have used variants of social network theory and social capital 
to achieve greater knowledge on how to use social media in their organizational context. In this 
regard, the BG members used the meaning of informal between colleagues as a way to address 
connecting strategies and resources in social networks, which are an embedded part of 
organizational life. In sociological terms, this is to address social capital and bonding and 
bridging strategies. The use of this theoretical framework helped the BG members greatly to 
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get a clear picture that successful adoption and implementation of professional SNSs into 
organization cannot only be accomplished by focusing on the technology itself. Other means 
are required too, foremost that communication and community belonging play an important 
role. You have to create an empirical framework that stresses the importance of participation in 
an online public dialogue and that engagement in it can bring benefits. Communication models 
are also a central part of implementation models. For the Beta Group members, use of 
sociological theory helped them to see the intent behind their social media practice and how to 
work with it practically. Moreover, they used sociological theory to create an organizational 
social media literacy.  

Framing and strategizing is essential and it takes time to adopt social media: The study has 
indeed taught us that proponents of social media or technology enthusiasts in organizational 
life have to work uphill to achieve acceptance for their views and work. We see the pattern that 
early adopters can obtain success within the ranks of their own organization, but meet 
considerable skepticism when they go beyond it. This relates above all to how peers will accept 
their point of view as they all agree upon the same belief system. When crossing organizational 
boundaries and contexts, adopting social media from other bottom-up or top-down initiatives 
has proven to be demanding and requires a lot of work. This means that introducing social 
media into an organization cannot only be done technically, but it must also be done socially 
and culturally. For example, we learn from three of the case stories that this strategizing of 
social media is performed in three different ways. The teacher had to work with strategies before 
and after implementing her learning design, demonstrating that strategies performed while 
enacted are the most demanding and unpredictable to control. This way of performing strategies 
was personally demanding, meaning that the teacher had to play on many strings to achieve the 
results she wanted – creating a positive classroom atmosphere and teaching the students to write 
coherent texts. In the beta case story, we learned that developing understandable communicative 
practices on how to use social media is essential for attaining legitimacy among technology 
skeptics. This meant downplaying the “tool focus” and replacing it with a cultural message that 
informal talk between colleagues can lead to a positive outcome for the organization as a whole. 
In the social intranet portal, we learned about the contradictions and challenges in creating 
acceptance that sharing of work and knowledge about each other is important. This means that 
the type of metaphors and social wrapping you use to present social media appears to be 
essential to how willingly your audience will accept the message. The audience is most likely 
to be critical. To overcome that skepticism, my recommendation here, however, is that it is 
better to know the perspective and life world of your audience than to use a known recipe that 
“works”. It is imperative to connect with your audience and I believe that humans evaluate 
social media more on beliefs, symbolism, and values, than its material properties, affordances, 
and benefits. These need to be unlocked and debunked and given a positive value.  

Social media means to learn continuously: The arrival of social media means that we are 
presented with new impressions continuously. Social media will most likely not go away but 
rather it will become integrated as part of our everyday lives, challenging how we communicate 
and interact with each other in organizational life. The greatest dilemma is that both the 
technology and the ways we communicate will be miles ahead and go separate ways before we 
have standardized knowledge explaining to us “what is going on”. This means that in order to 
stay updated on current events, practitioners will need to develop competences to learn 
continuously, implying that to be self-organized, collaborative, take initiative and manage to 
work in organizational life characterized by chaos and complexity will be important areas of 
mastery for future knowledge workers. This means that choice of online social networks, 
performance of connecting strategies, and resources are crucial knowledge. But the most 
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important lesson from the study is that navigating through a complex social media landscape 
with many changing impressions involves mastering cognitive abilities and processes 
assumptions on reality by retrospection, means that practitioners will learn continuously.  

8.5 Part V: The social media plot question – what is the story here? 

The role of social media in organizational life is a case of experimentation and learning, 
reflecting a larger phase in the ongoing global development of the Internet and network 
technologies making its way on to the turf of organizations – which I believe we are only 
starting to understand. Social media has certain material properties making it a distinct cloud 
technology we can access instantly, but this poses challenges for organizational application and 
understanding. Social media has become abstract, causing contestation of what it “is”, which 
means that it has to be managed by acts of interpretation and sensemaking, where retrospection 
has started play an important role. Furthermore, social media is characterized by media richness 
and is used in situations typified by complexity, chaos and self-organization, which again create 
conditions and expectations in which individuals must exercise caution to avoid risks. Humans 
avoid potential risks and challenges by not crossing an unknown social boundary – others do.   

Today’s organizations are typified by flexibility and self-organization, which means giving 
their members autonomy to organize their work practices. This gives actors in organizations 
the possibility to adopt social media either by grassroots initiatives or by accepting top-down 
measures, which has been the main theme throughout this thesis. In cases where organizational 
members choose to do so, it involves crossing a social boundary and engaging with risk and 
ambiguity. This can lead to potential success or failure, but likewise to engaging in situations 
demanding the management and organization of the use of a technology that enables the 
potentiality to create emergent structures I have called models. Actors who adopt social media 
this way can experience potential success within their own ranks, but face challenges when 
jumping the fence to talk with others from another background. This implies that using social 
media from the inside out in organizational life is indeed a demanding task.  

 

  


