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Abstract 
 

There is a current debate in Swedish media regarding the negative aspects of Internet 

and social media, a debate which is also virtual in blogs and forums. This started with a 

post on the clothing company H&M’s Facebook page where a user was virtually 

attacked in an aggressive manner by other users. This kind of online behavior between 

customers can be seen as a new challenge for organizations, especially as social media 

is continuously growing.  

 

We have investigated the area of misbehaving customers, also known as dysfunctional 

customer behavior, by looking into the theoretical area of knowledge transfer. Within 

knowledge transfer we have focused on the strategies codification, which concerns 

transferring knowledge from people-to-documents, and personalization, meaning 

transferring knowledge from people-to-people. 

 

Previous studies within knowledge transfer has investigated this in relation to different 

contexts, including how different context affects the transfer, how knowledge is 

transferred between organizations or within specific industries or businesses. However, 

there is a lack of research regarding knowledge transfer in relation to customers 

misbehaving. Hence, the purpose of this study was to understand if and how 

organizations work with a codification and/or personalization strategy for transferring 

knowledge when handling dysfunctional customer behavior on social media. By 

comparing the organizations we investigated reasons and underlying factors for their 

way of transferring knowledge.  

 

In order to fulfill the purpose we made a qualitative research with four companies that 

are active on social media. We conducted semi-structured interviews with respondents 

holding both managerial positions as well as with employees working practically with 

social media. 

Our study showed that both codification and personalization are used as knowledge 

transfer strategies when dealing with customers that misbehave on social media. The 

codification strategy is pursued by the use of databases, information-systems, guidelines 

and documentation. These methods were used to make knowledge available for all 

employees and to make work more effective. The personalization strategy is followed 

by talking to each other in person, via telephone, email or chat. This knowledge transfer 

strategy was pursued to exchange ideas in order to receive input and advice from one 

another. 

 

We also found that when dealing with customers behaving badly towards other 

customers on social media, personalization holds a higher usage than codification. 

Further our study showed that three underlying factors affect the usage of the 

codification and personalization strategy, namely, closeness, previous experience and 

available knowledge transfer sources. 
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1. Introduction 
In this initial chapter we will explain why we have chosen this particular subject and 

why it is interesting to study. We will show previous research within knowledge transfer 

and go into the two knowledge transfer strategies of personalization and codification, 

which is the main area of the theoretical framework that we have chosen. An 

explanation of why this area is interesting to investigate from a managerial perspective 

will also be provided. Further, we will describe the context of the study, namely 

dysfunctional customers on social media, and show what makes this a relevant context 

to look into in relation to knowledge transfer. Finally, an overview of the problem and 

purpose with this study will be described.   

1.1 Background 
 

The ability to successfully apply and create knowledge can provide a sustainable 

competitive advantage for organizations, since it is socially complex and difficult to 

imitate (Alavi & Leidner, 2001, p. 108). As we consider it vital for companies to stay 

updated in today’s ever-changing society we want to look into the area of “knowledge 

management”. This is generally described from two perspectives, where the first one 

concerns managing knowledge that is storable and transferable, and the second one 

concerns managing knowledge that is created and transferred within social processes. 

(Jonsson, 2012, p. 80) How knowledge is shared and transferred is considered the most 

important aspect of managing knowledge (Kalling & Styhre, 2003, p. 57). Therefore the 

main focus of this study is how companies work with sharing knowledge, which will be 

investigated in relation to customers behaving badly towards each other on social 

media, a context which we will now explain further. 

 

Social media has influenced the way people communicate and interact with each other 

today (Eccleston & Griseri, 2008, p. 593-594,599). The definition of social media can 

be that it is online tools and services which allow the users to be interactive and 

communicate with each other (Carlsson, 2010, p. 14). On social media people can 

interact on a personal level, uncovering and sharing their emotions (Gobé, 2009, p. 

239). A vital part of social media is the notion of networking and sharing, whether it is 

voiced opinions or various types of files (Carlsson, 2010, p. 14). Social media has 

changed the premise of communication into a many-to-many structure, allowing 

information to go in all directions, namely business-to-customer (B2C), customer-to-

business (C2B) and customer-to-customer (C2C), in an effective and fast manner 

(Eccleston & Griseri, 2008, p. 593-594,599). The influence and reach of social media is 

constantly growing (Wollan, Smith & Zhou, 2010, p. 40,55). Even though the younger 

generation represent the largest group of users of social media, as the development 

continues people of all ages and demographics are increasingly adopting social media 

technologies. This increase of usage has resulted in that many people view social media 

“as a fundamental aspect of life”. (Wollan et al., 2010, p. 234) 

 

Not only people view social media as an important platform but we see that this new 

media has had an impact on businesses as well. From a business perspective, there are a 

number of advantages for organizations that are able to utilize social media effectively, 

such as strengthening the brand and customer relationships, increasing revenue and 

markets (Wollan et al., 2010, p. 9). Due to the development of social media and as a 
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result of its popularity businesses are feeling pressured to be active on social media. 

This has made several companies feeling “out of touch” if they are not using it. (Baird 

& Parasnis, 2011, p. 1,5) Companies cannot however start working with social media 

immediately, but require a guideline or a plan of how the company should conduct their 

work on this platform (Solis, 2011, p. 154-155). 

 

So while there are inherent advantages for companies using social media there is also 

the important aspect of the unstructured flow of customer generated opinions and 

judgments. With the increased use of social media any individual can easily share 

opinions regarding organizations and their offerings (Wollan et al., 2010, p. 92; Gobé, 

2009, p. 271-272). This is a public and influential platform with a content of customer 

feelings, experiences and judgments (Gobé, 2009, p. 272). As social media can be 

considered to be founded on a many-to-many structure the communication flows in all 

directions (Eccleston & Griseri, 2008, p. 593-594,599). As a cause, companies cannot 

control the flow of information in the same manner as they have been able to 

historically, since any individual can easily express themselves publicly on social media 

(Wollan et al., 2010, p. 6). We therefore see that on this platform customers can interact 

with the companies, with each other, but also with other users that are not customers. 

 

There is an intense debate in Swedish media (Lahti, 2013; Melin, 2013; Reuterskiöld, 

2013; Rosenqvist & Rennéus, 2013; SVT Play 2013) about the negative side of Internet 

and social media, a debate which is also virtually widespread in blogs and forums. The 

current debate regards the clothing company H&M and began with a post on Facebook, 

one of their social media channels, where a user commented about one of their products. 

This resulted in an aggressive discussion where other users virtually attacked this 

person for her comment without H&M taking immediate action. (Lahti, 2013; Melin, 

2013; Reuterskiöld, 2013; Rosenqvist & Rennéus, 2013; SVT Play 2013) Hence, the 

many-to-many communication structure poses new obstacles for organizations. This 

situation of online customers harassing other customers can be considered problematic 

as it is not only public and harmful for the organization and the brand, but the situation 

can also negatively affect individual customers.  

 

As the development of social media has changed the way people communicate and 

interact with each other, and has therefore created new dangers and possibilities for 

organizations, we therefore interpret knowledge how to manage this new platform to be 

important. This type of online verbal attacks between customers on social media can be 

considered a new challenge for companies today. As social media is growing rapidly 

and we believe it will continue to do so, these situations with online customers 

harassing other customers are likely to become more frequent, which is why we 

consider this context to be interesting and relevant to include in our research. 

 

When customers misbehave, this is known as dysfunctional customer behavior (Ang & 

Koslow, 2012, p. 182,184,188; Daunt & Harris, 2012, p. 131). Companies need to be 

prepared to solve emerging or potential problems, either in a reactive or proactive 

manner, and be aware of what situations to prioritize. Further, they should also be 

careful not to exercise control over the customer voice or argue, as social media is 

public and these actions might worsen the situation. (Wollan, et al., 2010, p. 85,163) 

When interacting with dissatisfied customers the company must understand the context 

in order to know how the situation may evolve and to know how to address it, 

something which is particularly difficult in social media (Wollan et al., 2010, p. 41).  
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Most people have probably heard about the expression “the customer is always right”. 

This reasoning has made the topic of dysfunctional customers somewhat “taboo” for 

marketing scholars. As a result this inappropriate behavior has therefore generally been 

tolerated or ignored altogether instead of analyzed further. (Ang & Koslow, 2012, p. 

182,186) The discipline of dysfunctional customer behavior is therefore considered 

relatively new in terms of research (Ang & Koslow, 2012, p. 183,188; Fullerton & Punj, 

2004, p. 1239). However, customers do misbehave frequently by different actions, for 

example lying, cheating and stealing are all actions that can be considered against social 

norms and how to behave appropriately (Ang & Koslow, 2012, p. 186,188). 

 

As our study’s context will be focused on social media, a clarification of online 

dysfunctional behavior has to be done. The development of social media with its high 

number of users and interaction possibilities has created more opportunities for 

customers to engage in dysfunctional behavior online (Ang & Koslow, 2012, p. 

192,196). Researchers have defined the concept of online dysfunctional behavior 

differently. Denegri-Knott (2006, p. 82) defined this as “Consumer activities on the web 

that defy conventionally accepted norms of conduct in consumption situations in offline 

environments”. On the other hand, Selwyn (2008, p. 447) focus his definition of online 

customer misbehavior on the activities that “constitute non-conformance to a given set 

of norms that are accepted by a significant number of people in society”. Previous 

research has therefore defined dysfunctional behavior online differently but with 

similarities as well, such as violating accepted norms. A clarification of how we will 

define dysfunctional online behavior in this study will now be further explained. 

 

With the emergence of social media, dysfunctional customer behavior now also includes 

customers treating other customers badly, which we label as dysfunctional customer to 

customer (C2C) behavior, as in the case of H&M. As social media is a diverse platform 

where both customers and non-customers exist simultaneously, the goal in our study is 

not to separate the users from actual customers and non-customers. Regardless if the 

users are customers or not, the online harassment takes place on the company’s social 

media channel, which is why we argue that from an organizational point of view the 

handling of the situation could be seen as the responsibility of the company. Further, we 

consider users interacting on a company’s social media channel as having a connection 

with the company, which is why we argue that they can be considered customers, or at 

least potential customers. The reason for this is also the fact that users interacting with 

companies on social media are doing so on their own initiative. Our definition of online 

dysfunctional customers is therefore the concept of dysfunctional C2C behavior. We 

will view online dysfunctional customer behavior as when users verbally abuse each 

other online, and in the case of social media, more specifically when this takes place on 

the company’s page. This definition is in our opinion related to those of the authors 

mentioned above, as we consider verbal abuse to be in line with breaking accepted and 

given norms. 

 

In order to investigate this problem area, of customers harassing other customers on the 

social media channels belonging to organizations, the ability to handle knowledge 

regarding customers that misbehave will be part of this study’s theoretical approach. 

Knowledge can be defined as information which is appropriate, contextual and 

actionable (Christopher & Tanwar, 2012, p. 62; Baloh, Desouza & Paquette: In Desouza 

& Paquette, 2011, p. 36-37). This is the definition of knowledge that we will focus on, 

and we interpret it as knowledge being defined as information which is usable and 
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relevant, both for the specific employee and the specific situation. The reason we 

choose this definition is that we want a definition which is of a tangible nature, which 

makes it possible for us to formulate questions that are not so sensitive to subjective 

interpretation. As previously mentioned, how knowledge is transferred is considered to 

be the most important aspect when managing knowledge (Kalling & Styhre, 2003, p. 

57), we therefore find it relevant to study knowledge transfer in relation to dealing with 

customers misbehaving against other customers on social media.    

“Knowledge transfer”, also known as knowledge sharing (Paulin & Suneson, 2012, p. 

81; Jonsson, 2008, p. 39; Kalling & Styhre, 2003, p. 57; Liyanage, Elhag & Ballal, 

2009, p. 118,122), can be considered a process in which an organizational unit, such as 

a group, department, division or individual, can use knowledge acquired from another 

unit and apply this knowledge on another situation (Argote & Ingram, 2000, p. 151). It 

is a crucial part of knowledge management since in order for created knowledge to be 

valuable that knowledge must be shared between employees (Desouza & Paquette, 

2011, p. 179). Organizational benefits derived from an effective knowledge transfer 

process are for example higher levels of productivity, capacity, performance and 

competitive advantage (Wu, 2013, p. 47). As knowledge transfer is a process that 

depends on how easily knowledge can be transported, interpreted and absorbed (Hamel, 

Doz & Prahalad, 1989, p. 136) an aspect that makes knowledge transfer problematic for 

organizations is that, apart from including sharing knowledge on an individual level, it 

also involves transferring knowledge on for example the group or department level 

(Argote & Ingram, 2000, p. 151). In order for the knowledge to be of use, the individual 

employee must be able to interpret the information as well as have a knowledge base 

that is renewed or enriched (Bolisani & Scarso, 2000, p. 120). 

 

Factors influencing knowledge transfer in organizations are for example employee 

awareness of the need for knowledge (Desouza & Paquette, 2011, p. 204,208), 

employee willingness to give up knowledge (Maciejovsky & Budescu, 2013, p. 154) 

and availability of knowledge (Desouza & Paquette, 2011, p. 204,208). As the 

knowledge transfer process involves using knowledge acquired from another unit and 

possibly applying it on other situations (Argote & Ingram, 2000, p. 151) we consider it 

to be a relevant framework for our study since misbehaving customers on social media 

may require knowledge generated from other departments or contexts. 

 

Within knowledge transfer we will focus on the codification strategy and 

personalization strategy developed by Hansen, Nohria and Tierney (1999, p. 107). 

These strategies stem from the two distinct knowledge literature fields which have been 

researched from a marketing perspective, namely interpersonal knowledge transfer, also 

known as personalization, and the use of knowledge systems, also known as 

codification (Chai & Nebus, 2012, p. 34). Our motivation behind focusing on these 

specific strategies is that the framework of Hansen et al. (1999) is recurrent within the 

research field of knowledge transfer, which we see as an indication of the acceptance of 

this framework. 

 

In order to be successful at transferring knowledge according to Hansen et al. (1999) an 

organization should focus on one strategy and use the other to support that one (p. 112), 

which is supported by Haesli and Boxall (2005, p. 1955,1971-1972). Other researchers 

say that an organization should use both strategies more equally (e.g. Kumar & Ganesh, 

2011, p. 127-128,130; Scheepers, Venkitachalam & Gibbs, 2004, p. 217-218; 

Jasimuddin, Klein & Connell, 2005, p. 107,109). The reason for this can be to avoid 
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problems and difficulties of choosing one strategy over the other (Kumar & Ganesh, 

2011, p. 130). 

 

The codification strategy concerns transferring knowledge from individuals in order to 

make that knowledge independent and reusable. This process is also known as the 

people-to-documents strategy (Hansen et al., 1999, p. 107-108) and the main idea is to 

make knowledge easily accessible so that the vulnerability of the organization is 

reduced (Jonsson, 2012, p. 139). Benefits of the codification strategy is that the 

organization may use less time and resources since the employees can reuse knowledge 

and do not have to access this knowledge via the original source (Ejler, Flemming & 

Czerniawska, 2011, p. 21; Hansen et al., 1999, p. 107-108; Hislop, 2009, p. 60). On the 

other hand this strategy can be costly since knowledge is dynamic and its relevance may 

change over time (Baloh et al.: In Desouza & Paquette, 2011, p. 60) meaning that large 

investments may be necessary in order to keep repositories, systems and web pages 

updated (Kumar & Ganesh, 2011, p. 119). Also the employees may be unwilling to use 

the technologies (Boh, 2003, p. 795; Swan, Newell, Scarbrough & Hislop, 1999, p. 270) 

or experience information overload which results in extensive directories of 

unprocessed documents or emails (Schulz & Jobe, 2001, p. 143). 

 

The personalization strategy refers to the process of transferring knowledge through 

personal contact. It is also known as the person-to-person strategy (Hansen et al., 1999, 

p. 107-108) and the main idea is that knowledge is transferred between individuals in 

social interaction (Jonsson, 2012, p. 80). Benefits of the personalization strategy is that 

since it relates to people it is difficult and challenging to create, which gives the 

organizations a competitive advantage that is not easy to beat (Gupta & Govindarajan, 

2000, p. 80). On the other hand this strategy is expensive, slow and takes a lot of time 

(Hansen et al., 1999, p. 108-110). 

 

There have been different studies investigating knowledge transfer in relation to 

different contexts. For example, Darr, Argote and Epple (1995, p. 1750,1753-1754), 

investigated how the experience between two stores in the same franchise influenced 

knowledge transfer. They found that a store could benefit if the experience from one 

store was transferred to another within the same franchise (p. 1759-1761). As this study 

is also focused on how knowledge transfer can be done between two organizations, we 

argue that the results are not applicable to how a company can internally work with 

knowledge transfer in relation to our context. We however find the results interesting as 

they indicate that an experience from one part can be beneficial for someone else that 

finds this information valuable. In terms of dysfunctional customers, this may indicate 

that a situation where a customer misbehave and how an employee dealt with this can 

be valuable to other employees if the information is transferred properly. 

  

Szulanski (2000) studied different stages of the knowledge transfer process and 

potential difficulties that might interfere with these stages, one being the characteristic 

of the context (p. 10,12). As we are studying knowledge transfer in a context of 

dysfunctional customers in the C2C interaction on social media, we found it interesting 

to investigate his results regarding what influence the context might have. In his study, 

he found that knowledge that was embedded in a particular organizational context may 

affect the usefulness of this transfer as the knowledge may not be useful in another 

context. Further the organizational context may also influence the willingness and 
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ability of units within this context to complete tasks that are done through a transfer of 

knowledge. (p. 12) 

 

As we are not focused on how different contexts may affect the transfer itself but rather 

how the knowledge from situations is actually transferred, the results of Szulanski 

(2000) do not explain how knowledge transfer is used in the context of dealing with 

dysfunctional C2C behavior on social media. We however find it important to 

acknowledge that knowledge from one situation is not automatically applicable to 

another situation, which Szulanski (2000) also addressed when he investigated the 

influence of context (p. 12). On the other hand, Argote and Ingram (2000) argue that 

people have the ability to take knowledge from one context and adapt it to another (p. 

159,164). We therefore argue that it seems to be different perspectives on the 

importance of context in relation to knowledge transfer. 

The development of social media seems to have brought new challenges to companies, 

where one is customers misbehaving against other customers. To our knowledge, no 

study has investigated knowledge transfer in this particular context which is why we 

aim to answer the following problem. 

 
1.2 Problem statement 
 

How do organizations transfer knowledge internally when dealing with dysfunctional 

C2C behavior on social media? 

1.3 Purpose 
 

The purpose of this study is to understand if and how organizations work with a 

codification and/or personalization strategy for transferring knowledge when handling 

dysfunctional customer behavior on social media. By comparing the studied 

organizations and search for similarities and differences we will investigate reasons and 

underlying factors for their way of transferring knowledge.  
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2. Scientific approach 
In this chapter we will explain the scientific approach that this study will be based 

upon. An explanation of the epistemological direction will be provided as well as the 

theoretical and practical pre-understanding of the authors. We will also explain the 

perspective of the study and how the relation between theory and data is approached. 

Finally, we will clarify how theories were selected, how we searched for literature and 

also how we evaluated these sources. 

2.1 Epistemological direction 
 

Epistemology refers to the discussion of what can be considered accepted knowledge 

within a discipline, where the central issue is if the social world can be studied under the 

same conditions as the natural sciences (Bryman & Bell, 2011, p. 15-17). 

 

The purpose of this study is to understand if and how companies work with a 

codification and/or personalization strategy for transferring knowledge, in relation to 

dysfunctional customer behavior on social media, as well as by a comparison of the 

studied organizations investigate reasons and underlying factors for their way of 

transferring knowledge. We therefore consider it essential that the way we relate to 

knowledge allows us to understand human behavior. The epistemological position 

hermeneutics claims that the social world should be studied according to the differences 

of humans and the subjective meaning of social action (Bryman & Bell, 2011, p. 15-17). 

Hermeneutics aims to understand human behavior (Bryman & Bell, 2011, p. 15-17) and 

the researcher is to interpret the expressions humans have regarding the studied 

phenomenon (Patel & Davidson, 2011, p. 29). As the transfer of knowledge is primarily 

between employees (Wu, 2013, p. 47-51), we further argue this to be a reason why we 

choose the hermeneutic perspective as we look into people’s perspectives on and 

experience from knowledge sharing. 

 

We do not see the positivistic perspective as applicable as positivism sets out to explain 

human behavior (Bryman & Bell, 2011, p. 15-17) where the researcher is to strengthen 

or reject scientific theories using the empirical results, without interpretation (Patel & 

Davidson, 2011, p. 27), which is not something we aim to do with this study. 

Having a hermeneutic perspective means to understand the studied phenomenon by 

interpretation. This interpretation is in turn based on the pre-understanding one has 

within the specific field. (Johansson, 2003, p. 96) In our study we intend to gather 

empirical data regarding the perspectives and experiences people have regarding 

knowledge transfer when dealing with dysfunctional customer behavior on social 

media, which we will, based on our pre-understanding, interpret according to our 

theoretical framework in order to create an understanding regarding our studied 

phenomenon. This is another reason for choosing the hermeneutic perspective when 

relating to knowledge, as the description above is how we attempt to create our 

understanding regarding the phenomenon. 

2.2 Pre-understanding 
 

Pre-understanding refers to the knowledge one has in advance which is used to interpret 

information (Hartman, 2004, p. 191). The pre-understanding of the authors will, 

according to Johansson (2003, p. 96), affect the foundation of the study and depending 

on what the study results in the empirical material will either strengthen or re-shape that 
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understanding. Hence, our interpretation will be affected both by our chosen theoretical 

framework and our pre-understanding, which is why we argue that an explanation of our 

pre-understanding as authors of this study is in order. 

 

According to Ejvegård (2003, p. 19) researchers have the duty of objectivity when 

conducting scientific research, but an obstacle to achieve this is that the study may be 

influenced by the desires and prejudices of the researcher. We therefore consider it 

important to explain our pre-understanding as we believe it is essential that the reader as 

well as we are conscious of the previous knowledge that we possess regarding the 

phenomenon. This is done in order to raise awareness that the pre-understanding that we 

as authors have might affect the study. As we previously mentioned we have chosen the 

hermeneutic perspective to relate to knowledge, where interpretation and the subjective 

influence is partly based on the pre-understanding of the authors (Johansson, 2003, p. 

96; Patel & Davidson, 2011, p. 30). 

 

The subject of knowledge management is one that we have only been in brief and 

mainly indirect contact with during our studies. As a result our pre-understanding is 

limited, which we believe has influenced the way we perceive the concept and our 

selection of the theoretical framework for knowledge management. We have both been 

in contact with the theoretical concept of dysfunctional customers as we studied the 

interaction between company and customer. When explaining concepts and choosing 

theories, due to our limited pre-understanding, we have only relied on those scientific 

articles that appeared to be generally accepted within the research areas. 

Our pre-understanding regarding dysfunctional customers in the B2C context affects 

our initial opinions and comprehension of what dysfunctional customers are. Further we 

see that this pre-understanding has affected how and why we chose companies as the 

selection was based on reaching out to companies that had experience from 

dysfunctional customer behavior. Our pre-understanding regarding what dysfunctional 

customers are has affected our interview questions, in the way that we did not have to 

ask direct questions regarding what they consider to  be misbehaving customers, rather 

we could interpret their answers and ask follow-up questions which provided us with 

relevant information regarding their view on dysfunctional customer behavior. 

 

The subject of social media and how customers can use this channel is something we 

both have been in contact with in our studies relating to marketing. Further both authors 

have experience of using social media, giving us a practical understanding. We believe 

this theoretical and practical experience had an impact on how we describe the context 

of social media in the background, as we consider social media to potentially be defined 

based on personal interpretations we only used previous research within the area of 

social media to define the characteristics in general. As social media can be viewed 

differently we phrased questions that allowed the respondents to explain on their own 

what social media are to them and not influence by our own personal opinions. Our 

sample of companies is another thing which is affected by our pre-understanding, as our 

previous studies and practical experience has influenced what we consider to be social 

media channels and also which are the most popular ones. This will be further explained 

under “4.3.1 Finding and choosing companies”. 
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2.3 Perspective 
 

As the choice of perspective influences both the theoretical approach as well as how the 

sample from the empirical investigation will look like, it is an important choice that will 

influence the study (Thurén, 2005, p. 89). We have chosen a managerial perspective in 

this study, which we argue is appropriate as the purpose of this study is to understand if 

and how companies work with knowledge transfer strategies, in relation to handling 

dysfunctional customer behavior on social media, and what their reasons and underlying 

factors are for their way of transferring knowledge. As organizational changes are 

decisions taken by managers, the recommendations that are based upon the final result 

is written towards employees in higher positions. In our opinion this makes the choice 

of a managerial perspective the most fitting. 

2.4 Deductive or inductive approach 
 

We have explained in the background that both the concept of dysfunctional customers 

as well as knowledge transfer has been studied before. As we aim to understand if and 

how organizations work with a codification and/or personalization strategy in relation to 

handling dysfunctional customer behavior on social media, and by a comparison of the 

companies investigate reasons and underlying factors for their way of transferring 

knowledge. The results are therefore not focused on generating theories but rather to 

investigate existing theories in a new context. This further strengthens our argument for 

the deductive approach, due to its focus of beginning in theory and taking this 

information to the empirical study (Patel & Davidson, 2011, p. 23). 

 

Generally the relationship between theory and data can be described as deductive or 

inductive. The more common one is considered to be the deductive approach, which is 

when the researcher takes what is known in the theories, and about a particular domain, 

and makes an empirical investigation based on this. For the inductive approach, on the 

other hand, generating new theory is the outcome of the empirical research. (Bryman & 

Bell, 2011, p. 11-14) As we want to work on theories as a foundation and thereby create 

an understanding, followed by an empirical study to investigate the phenomenon in real 

life we thus argue that the deductive approach is suitable for this study. When phrasing 

questions these theories have been in mind in order to keep the answers on the subject 

but still allowing the respondents to think freely allowing for the possibility that we get 

answers that previous theories have not touched upon.   

2.5 Literature search 
 

The database we relied on when developing our theoretical framework was EBSCO, 

which we accessed via Umeå University Library. When conducting our literature search 

we have used a number of keywords, either on their own or in combination. These 

keywords are the following: knowledge management, knowledge transfer, knowledge 

sharing, codification, personalization, dysfunctional customer behavior, customer 

misbehavior and social media. The search criteria we used was scientific articles which 

were scholarly (peer-reviewed) journals. As this search within EBSCO generated a large 

amount of hits for our keywords we did not find it necessary to look into other 

databases. 
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Ejvegård (2003, p. 45) claim that by screening researchers reference lists or by 

following up on their argumentations listing other researchers one can quickly gather 

central studies within the relevant field. We have used peer-reviewed articles as our 

starting point in order to distinguish scientific articles that have been evaluated by 

people active in the same research field. These articles in turn generated further 

scientific articles and books as we followed up on interesting discussions or listed 

references. Relating to the relevance of the scientific articles the number of citations 

gave us an indication of literature that was widely used and a focal point within the 

research area. Once the same authors became frequent in the literature we felt our 

literature search was saturated. 

2.6 Source criticism 
 

The origin of our knowledge springs from sources, which can either be written or 

verbal. Source criticism is a collection of methodological rules and the purpose is to 

critically examine the credibility of sources. This is done in order to evaluate the 

sources used to build our knowledge. The sources can be evaluated by being rational, 

logical and reflective and for written sources the criteria of authenticity is the basis for 

doing a source criticism evaluation. (Thurén, 2005, p. 9,11,53,70) In order to maintain a 

high level of authenticity we have used scientific articles and books published by well-

known sources. They have been selected based on peer-reviews or by being referred to 

within the sources we already used, which is an indication that these articles and books 

are relevant and commonly accepted within the research field. 

 

We believe the scientific articles we have used hold a high level of reliability as they 

originate from a database of good reputation as well as being peer-reviewed. In source 

criticism primary sources, which are the original sources, and secondary sources, which 

are retold, are differentiated (Thurén, 2005, p. 53). We have used the original sources in 

order to avoid information distortion and/or interpretation which would be an inherent 

risk when using second hand sources. The origin and being first hand sources is 

something we further strengthen the authenticity of our sources. 

Electronic sources that we have used were included in order to provide a background 

description of the H&M scenario. We have controlled several electronic sources in 

order to evaluate the content and while those sources on their own may not be 

considered to hold a high level of trustworthiness or objectivity, we argue that as they in 

combination hold the same and/or similar content they can be considered reliable. 

 

Researchers within a scientific field may be in disagreement, which can be caused by 

for example economic, ideological or personal reasons (Thurén, 2005, p. 83). As our 

areas of dysfunctional customer behavior and knowledge transfer are scientific fields 

where researchers have different definitions and perspectives we consider it important 

to look into various results and views. This is done in order to create an understanding 

for the fields and previous research as well as to guide the reader through our choices 

and the underlying motivations. The main theoretical framework of our study is the 

codification strategy and personalization strategy developed by Hansen et al. (1999, p. 

107). We have noted that details of how the study was actually conducted are not clear 

in the article. However as these authors and their framework are recurrent within the 

research field of knowledge transfer, we consider their study to be reliable. 
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3. Theoretical framework 
In this chapter we will initially cover the views of dysfunctional customers and address 

the difference between online and offline misbehavior. As knowledge transfer is part of 

the overall area of knowledge management, a description of different perspectives on 

knowledge management will be provided. We will further provide a thorough 

explanation of knowledge transfer, where the knowledge transfer strategies codification 

and personalization will be explained and analyzed in terms of practical organizational 

use as well as derived benefits and disadvantages.           

3.1 Dysfunctional customer behavior 

3.1.1 Normative behavior 
 

As the context of this study is dysfunctional behavior in the C2C interaction on social 

media, we argue a further explanation of how previous research has defined 

dysfunctional behavior is important. We will now also provide the reader with a better 

understanding of the context of this study as well as an understanding of why 

misbehavior occurs. 

 

Studies made on dysfunctional customer behavior that we consider relevant in the 

context of social media are; verbal abuse, which refers to hostile communication that 

violates social norms (Grandey, Dickter, & Sin, 2004, p. 398) and Internet-related 

misbehavior, meaning hacking, downloading, trading of humans or organs, and illegal 

or questionable activities (Freestone & Mitchell, 2004, p. 124). In the study of Grandey 

et al. (2004) the effect of verbal customer abuse on employees was investigated and the 

results showed a correlation between the hostile customer communication and 

emotional exhaustion and perceived stress of the employees (p. 399,402,414). As there 

is such a correlation, this tells us the importance of organizations being able to provide 

their employees with instruments and procedures for dealing with dysfunctional 

customers, so that this stress and emotional exhaustion may be prevented or lowered. 

 

Regarding Internet-related misbehavior, the study of Freestone & Mitchell (2004, p. 

121,123-126,127) showed that there is a difference in the perception of ethics online 

versus offline. The results indicated that bad behavior, which would otherwise be 

regarded as wrong offline, is tolerated online (p. 127). This is related to the anonymity 

of the virtual world and the fact that the consequences of one’s actions are not seen 

directly (Freestone & Mitchell, 2004, p. 121-122,127). In our opinion this reflects the 

risk of dysfunctional customer behavior on social media becoming a bigger threat, 

especially if events as the H&M scenario become more frequent. As the majority of 

users were attacking one person, rather than the majority defending that one person, if 

similar situations do occur this would mean that such bad behavior could be considered 

tolerable behavior online. Although the previously mentioned studies are not directly 

applicable, we can however see a connection in order to increase the understanding of 

the context. To our knowledge, no previous studies on dysfunctional customer behavior 

are focused on the interaction between customers on social media. A situation not 

uncommon within the discipline of dysfunctional customer behavior is that there is a 

lack of research regarding what a manager is actually supposed to do when dealing with 

dysfunctional customers (Ang & Koslow, 2012, p. 198). In our opinion, one reason why 

this could be the case is difficulties in knowing why customers misbehave. 
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Fullerton and Punj (1993, p. 570-573) argue that there is no single underlying cause 

why customers tend to misbehave or act in what can be considered a dysfunctional way. 

Instead there are two major factors and their interactions that will influence this sort of 

behavior, namely: 

- The type of consumers (e.g., demographics, psychological characteristics, 

social influence, level of moral development) 

- The nature of exchange setting and marketing institution (e.g., types of products, 

physical environment, attitude and behavior of marketing personnel, public 

image of organizations) 

 

Further Reynolds and Harris (2009) argue that established norms of conduct are 

situational and that dysfunctional customers are those who deliberately violate these 

specific norms (p. 322). Drawing on the two major factors of Fullerton and Punj (1993, 

p. 570-573) in our opinion the type of consumers is not a relevant aspect for our study 

as the context of social media brings such a vast and diverse group of users. However, 

the second factor of the nature of exchange setting, namely the environment where the 

interaction takes place, is something we consider more important in this study. This is 

because the context of social media is an environment which may foster norms and 

behavior that would not in our opinion be considered appropriate behavior offline. 

 

However, when looking at what can be considered “normal” or normative behavior, 

there is one important weakness regardless if the situation is placed online or offline. 

The assumption that some behavior is considered wrong may not be a general rule for 

everyone. Norms are subjective which implies a difficulty with definitions of 

dysfunctional behavior based on norms. The problem continues when companies face a 

situation where a customer is considered to misbehave but the customer finds it 

acceptable simply because “everyone does it”. (Ang & Koslow, 2012, p. 192-193) This 

can partly be seen in the H&M case, where a user commented about one of their 

products, resulting in an aggressive discussion where other users virtually attacked this 

person for her comment without H&M taking immediate action (Lahti, 2013; Melin, 

2013; Reuterskiöld, 2013; Rosenqvist & Rennéus, 2013; SVT Play 2013). Hence, other 

customers seem to have been following the first comments aggressive nature which 

resulted in a domino-effect. This domino-effect has been studied by Reynolds and 

Harris (2003) who argue that this effect can be seen when a dysfunctional customer’s 

behavior influence the conduct of other customers (p. 153-154). 

 

Another issue with norms is that they may differ between different contexts. What can 

be considered appropriate in one situation may potentially be inappropriate in another. 

This distinction is also even more complicated and vaguer on the internet. (Ang & 

Koslow, 2012, p. 193) We argue that the possibilities with social media that allows for 

further interactions between people may result in situations where companies have 

limited knowledge in order to deal with these effectively, such as a conflict in the C2C 

interaction. 

 

Online interactions may result in further discussions if the company does not address 

them. Those discussions cannot be controlled and have the potential to spread very fast, 

which are challenging aspects for organizations to take into consideration with social 

media (Wollan et al., 2010, p. 163). Unhappy customers vent their feelings and 

experiences on social media every day and organizations can quickly find themselves in 

a situation where they have acquired a group of fans or enemies. Customer complaints 
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on social media may reach a big audience fast and the organization’s reputation may be 

severely damaged. (Wollan et al., 2010, p. 55,161-162) Consequently, organizations 

have to adapt to the social and empowered customers, meaning that they have to extend 

their organizational capabilities to cope with this new norm (Trainor, 2012, p. 328). 

We have now briefly explained why misbehavior can occur and the importance of 

context when analyzing dysfunctional behavior. However, dysfunctional behavior has 

been viewed differently and we find a clarification of these definitions in relation to our 

own is relevant in order to fully understand the context of this study.         

3.1.2 Definition of dysfunctional customer behavior 
 

The reasoning that has been following companies for a long time that “the customer is 

always right” seem to have made many companies tolerant to customers misbehaving. 

Even though this misbehavior occurs, employees are still obligated to behave 

courteously. As customers are not burden with any social norms to return the same 

courteous behavior, this power difference can affect employees negatively in terms of 

emotional strain. (Ang & Koslow, 2012, p. 182,186) 

 

When customers behave in what can be considered an unwanted manner, different terms 

have been used interchangeably. Misbehavior, deviance and dysfunctional are all 

commonly used expressions when studying a negative behavior among customers. 

(Fisk, Grove, Harris, Keeffe, Daunt, Russell-Bennett & Wirtz, 2010, p. 418; Ang & 

Koslow, 2012, p. 182,184,188) We will now provide an overview of different 

definitions of customer misbehavior and show how the C2C interaction is starting to be 

implemented in the more modern views of misbehavior. One of the earlier definitions of 

customer misbehavior is made by Mills and Bonoma (1979). They defined this behavior 

as deviant and what “society considers inappropriate or in conflict with previously 

accepted societal norm” (p. 348). 

 

Another definition that can be considered an opposite view in contrast to our own is that 

of Zemke and Anderson (1990). Whereas we define dysfunctional customer behavior 

more in terms of verbal abuse between users online, Zemke and Anderson (1990) take a 

more physical approach and define this misbehavior as customers who, “belittle, 

demand, threaten to get physical, get physical, throw tantrums, throw heavy objects, 

spew poisonous invectives, lie, rant, rave and in general behave like Caligula on a bad 

day” (p. 26). 

 

Further definitions come from Lovelock (2001) and Huang, Lin and Wen (2010) who 

recognizes that customers misbehaving may not only affect the employees but other 

customers as well, which can be considered more in line with this study’s direction, as 

the context includes the C2C interaction on social media. Lovelock (2001) used the 

term “jay customers” for those that “act in a thoughtless and abusive manner, causing 

problems for the firm, its employees, and other customers” (p. 73). While Huang et al. 

(2010) focus solely on how customers misbehaving might influence other customers’ 

service experience. They used the term “other-customer failure” when referring to 

“actions by another customer, whether intentional or unintentional, that disrupts one’s 

own service experience” (p. 152). When comparing these mentioned definitions, we see 

a development of what a misbehaving customer actually is and how the definitions have 

evolved. The first definitions were primarily based on the B2C interaction in contrast to 

the more contemporary which also include the C2C interaction.     
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The interaction between customers, even though it is considered important has generally 

been neglected in marketing (Ang & Koslow, 2012, p. 197). Two studies that have been 

made in this area indicate that this interaction will influence the broader consumption 

experience and actions from other customers may interfere with others service 

experience (e.g., Martin, 1996, p. 146,163,165; Huang et al., 2010, p. 158-159). Studies 

show that innocent customers’ image and motivation to repurchase from a company will 

be affected negatively if they perceive that other customers’ misbehavior are 

controllable but not dealt with (Ang & Koslow, 2012, p. 197).     

 

We have now discussed the different views of dysfunctional behavior. Further we have 

explained why the C2C interaction is interesting to study. In this study we have defined 

our own approach of dysfunctional customers as the scenario when users verbally abuse 

each other online, and in the case of social media, more specifically when this takes 

place on the company’s page. Our definition of online dysfunctional customers is 

therefore focused on dysfunctional behavior in the C2C interaction. 

3.2 Knowledge Management 
 

Before we explain our main theoretical focus, namely knowledge transfer, we will 

provide a background regarding the overall area of knowledge management. The 

concept and perspective of knowledge management emerged during the 1990s (Jonsson, 

2012, p. 12). This approach came about as a result of the increase in information-

sensitive industries and raise of advanced information technology, which forces and 

enables organizations to keep track of recent developments and adapt accordingly 

(Christopher & Tanwar, 2012, p. 72). The importance of creating and applying 

knowledge as a means to achieve economic growth has led to the term knowledge 

society, which refers to a society where everyone has access to knowledge and learning 

(Sicilia & Lytras, 2005, p. 4). It can be defined as: "Knowledge Society is a new 

Strategic Position of our Society where the Social and the Economic Perspective is 

concentrated on the exploitation of emerging technologies, and well-defined knowledge 

and learning infrastructures are the main vehicles for the implementation of knowledge 

and learning strategies.” (Sicilia & Lytras, 2005, p. 4). With the emergence of social 

media we believe the interaction and flow of information possibilities it provides, 

supports the concept of a knowledge society as these new channels facilitate access to 

knowledge and provides possibilities for implementing knowledge strategies. How 

knowledge can be handled will now be further discussed. 

 

Knowledge management is a concept which is variable and thus difficult to define 

(Jonsson, 2012, p. 79). Within knowledge management literature there various 

perspectives, however two dominant perspectives are known as the first and the second 

generation perspective of knowledge management. The first generation perspective 

consider knowledge management as being the managing of knowledge which is storable 

and transferable via instruments, such as information technology. (Jonsson, 2012, p. 

80). Relating to this perspective knowledge management can be defined as the 

procedure of creating, maintaining, transferring and applying knowledge (Alavi & 

Leidner, 2001, p. 110). The second generation perspective consider knowledge 

management as being managing of knowledge which is created and transferred within 

social processes (Jonsson, 2012, p. 80). Relating to this knowledge management 

perspective knowledge management is defined as a way of thinking and acting in order 
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to provide the right knowledge to the right people at the right place and time, rather than 

being defined as a technology or strategy (Christopher & Tanwar, 2012, p. 61-62). 

 

In order to provide a thorough theoretical foundation we will provide an explanation 

regarding different perspectives of knowledge. One of the most referred definitions of 

knowledge is that it can be either explicit or implicit (Jonsson, 2012, p. 51). Explicit is 

the perspective of knowledge as something that can be documented, shared and easily 

communicated. It is seen as general rules, something systematic and formal (Nonaka & 

Takeuchi, 1995, p. 8). This perspective can be said to regard knowledge as an object, 

meaning that it is something which can and should be defined and managed through 

mechanisms. It is the knowledge base of the organization which is analyzed. (Schultze 

& Stabell, 2004, p. 557-558;564; Scarbrough, 1998, p. 220;227-229). Implicit on the 

other hand is the opposite perspective of knowledge, meaning that it is something that is 

not easily identified, shared or communicated. It is seen as personal and subjective, 

something difficult to formalize (Nonaka & Takeuchi, 1995, p. 8). This perspective can 

be said to regard knowledge as a process, meaning that it is something which cannot be 

easily defined, rather it is a social construct that develops within a social situation. It is 

the individual and the social context which is analyzed (Schultze & Stabell, 2004, p. 

558;565-566; Scarbrough, 1998, p. 220;227-229). 

 

The notion of explicit and implicit is connected to these two dominant perspectives of 

knowledge. This means that the first generation perspective, which views knowledge as 

an object, is related to the explicit definition of knowledge, whereas the second 

generation, which views knowledge as a process, is related to the implicit definition of 

knowledge (Kalling & Styhre, 2003, p. 61-62). The perspective of what knowledge is 

according to the organization shape their practices and values which in turn control how 

knowledge is used (Baloh et al.: In Desouza & Paquette, 2011, p. 67). As we will not 

investigate whether this knowledge is explicit or implicit per se, it is our belief that the 

end results in this study will indicate if the companies view knowledge as explicit or 

implicit, as we think that their perspective will be related to how they work with 

knowledge transfer strategies. 

 

According to Christopher & Tanwar (2012) the difference between data, information 

and knowledge is that data is simply a set of measurements, statistics and facts, 

information refers to data which is organized, precise and well-timed, while knowledge 

is appropriate, contextual and actionable information (p. 62). As we previously 

mentioned this is the definition of knowledge that we will focus on as we strive for a 

definition that is of a tangible nature. 

3.3 Knowledge Transfer 
 

Within the concept of knowledge management an important theory is that of knowledge 

transfer, also known as knowledge sharing (Paulin & Suneson, 2012, p. 81; Jonsson, 

2008, p. 39; Kalling & Styhre, 2003, p. 57; Liyanage et al., 2009, p. 118,122). An 

organization’s knowledge management strategy is dependent on having an efficient and 

effective knowledge transfer (Desouza & Paquette, 2011, p. 180). Knowledge transfer is 

a vital part of knowledge management as it concerns the management of invisible 

assets. The concept refers to the idea that regardless of the intangibility of knowledge it 

is something which an organization can disseminate, transfer and distribute, both 

internally and externally (Kalling & Styhre, 2003, p. 57). Another aspect of the 
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importance of knowledge transfer is lifted by Desouza and Paquette (2011) who state 

that in order for created knowledge to provide value this knowledge must be shared 

among co-workers (p. 179). 

 

Knowledge transfer is considered to be dependent on three categories in order to be 

done properly. Kalling and Styhre (2003) address these categories as cognitive-, 

organizational- and motivational factors. (p. 71-79). On the other hand, Jonsson (2012) 

discuss the same categories but replace motivation to institutional factors as the third 

category, but the content is still the same (p. 165). The first category is related to the 

individuals’ ability to share knowledge and whether knowledge should be considered 

implicit or explicit. The second category where organizational factors are focused on, is 

more about how different tools, methods and aids can enable the transfer of knowledge. 

The third and final category is about how motivation and culture can influence the 

attitude and willingness in people to share knowledge. (Jonsson, 2012, p. 168-173) 

 

According to Carlile (2004) the flow of knowledge within organizations is most 

commonly referred to as the transfer of knowledge (p. 558). Flow of knowledge can be 

between individuals, technology and organizations (Desouza & Paquette, 2011, p. 180). 

To explain it further, this transfer of knowledge can be defined as a process where a 

group, department, division, individual, an organizational unit, may learn from the 

experience from another unit (Darr et al., 2005, p. 1752; Argote & Ingram, 2000, p. 

151). It is a process which is dependent on how easily the knowledge can be 

transported, interpreted and absorbed (Hamel et al., 1989, p. 136). How easy or difficult 

the knowledge transfer process is also depends on what type of knowledge that is being 

transferred. Explicit knowledge can be quite accurately documented and distributed, 

while implicit knowledge is embedded in social processes (Desouza & Paquette, 2011, 

p. 179). Whether or not this knowledge is explicit or implicit, the employees must be 

able to interpret the information of the transferred knowledge. Further, in order for 

knowledge transfer to be of use the knowledge base of the employee has to be renewed 

or enriched (Bolisani & Scarso, 2000, p. 120). 

 

As the transfer of knowledge is primarily between employees, organizations should 

therefore provide an environment that allows and encourages this transfer of knowledge 

(Wu, 2013, p. 47-51). An organization working successfully with knowledge transfer 

can enjoy a number of positive aspects, but there are also potential problems to 

consider. We will now explain both benefits and challenges that companies face when 

sharing knowledge. By having an effective process of knowledge transfer, organizations 

can achieve benefits such as, higher levels of capacity, productivity, performance and 

competitive advantage. (Wu, 2013, p. 47-51) Generally the organizational drive to use 

knowledge transfer, although there are differences between industries, is to increase 

profit and innovation, gain market shares and decrease costs (Hislop, 2009, p. 54). 

There have also been other studies showing the importance and benefits of knowledge 

transfer (e.g. Argote & Ingram, 2000, p. 154-156; Dyer & Nobeoka, 2000, p. 346-347). 

Further benefits with knowledge transfer is studied by Argote and Ingram (2000, p. 

154,156), who argues that organizations have previously put more effort into identifying 

knowledge compared to actually figuring out how knowledge can be developed, 

retained and transferred. They argue that when knowledge is transferred properly, 

organizations can allocate tasks and resources more effectively whether it is best solved 

by people, tools or automation, and therefore increase performance (p. 154,156) 

 



17 
 

Studies have been made on how companies, that are considered to be working 

successfully with knowledge transfer, are developing their strategies on this matter. One 

example is Dyer and Nobeoka (2000) that studied a company in the automotive industry 

that was also previously voted the best-managed company. The study showed the 

increases in productivity that this company gained as a result of the work with 

knowledge transfer. The authors also investigated common problems that might occur 

when working with knowledge transfer, as will be explained further. (p. 346-349) 

 

The study of Dyer and Nobeoka (2000) addressed different challenges when working 

with knowledge transfer, such as the problem of unwillingness to share, “free-riding” 

within the network that the knowledge is transferred and how to improve the efficiency 

when transferring knowledge within a big group (p. 348). However, as this study of 

Dyer and Nobeoka (2000) is focused on the external perspective, we consider a 

clarification of internal challenges of knowledge transfer is required as well. As well as 

in the external knowledge transfer, the problem of unwillingness to share information 

can also be seen within organizations. There seems to be tension between the collective 

well-being and individual incentives to share information. On a collective level, sharing 

information and knowledge within organizations could be beneficial. In contrast, on an 

individual level an employee may have other objectives such as improving one’s 

position and status. (Maciejovsky & Budescu, 2013, p. 154). As well as in the external 

knowledge sharing, the problem of “free-riding” can also be seen internally (Zhang, 

Chen, Vogel, Yuan and Guo, 2010, p. 103,105). This can result in a problem where 

employees may perceive a of lack of motivation to share knowledge as they feel better 

off not giving up this knowledge, even though it can be beneficial for the organization 

(Maciejovsky & Budescu, 2013, p. 154). 

 

Desouza and Paquette (2011, p. 204,208) explained that another obstacle for knowledge 

transfer is that the employees might not be aware of the existence or need of the 

knowledge or where that knowledge can be found. They further argue that the employee 

might not have use for the knowledge. This inability to use knowledge can for example 

be seen if the knowledge cannot be adapted to the context of where it is applied and is 

compatible mainly to the context where that knowledge was generated (Argote & 

Ingram, 2000, p. 156-157,159). An issue may also be that the employee lacks the 

capacity to take in the transferred knowledge (Desouza & Paquette, 2011, p. 204,208), 

meaning that different organizational units have different expertise and skills (Argote & 

Ingram, 2000, p. 156-157). 

 

As social media is part of our context for the study, and these are technologies which 

have changed the way people in society communicate today, it is interesting to look into 

how technology affects the knowledge transfer process. According to Desouza and 

Paquette (2011) as knowledge is not stable the knowledge transfer capabilities and 

technologies of an organization must be dynamic and adaptive. With the emergence of 

social media and other information technologies the conditions for knowledge 

management strategies and systems has changed. The knowledge transfer is not all the 

time conducted via the source and recipient, instead intermediaries have an important 

part in the transfer process. Organizations can use technologies as a means to improve 

their knowledge transfer as technological intermediaries, such as management systems 

or communication technologies, effectively bridge gaps such as geography, language or 

practice differences. (p. 180,185) Intermediaries for knowledge transfer can also be 

human, who translate and interpret data into knowledge for others who cannot access or 
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understand the original information. Regardless if the intermediaries are human or 

technological, they represent an extra step which the knowledge must take before it can 

reach the recipient. While this extra step can assist in clarifying the knowledge there is 

also a risk of knowledge distortion, where the information is interpreted biased or 

incorrectly. Another inherent risk of using intermediaries is the safety issue. The more 

steps involved, the more chance of unauthorized knowledge access or knowledge 

leakage. The organization must thus trust the intermediaries they utilize. (Desouza & 

Paquette, 2011, p. 185) 

 

We have now explained the context of this study and introduced the concept of 

knowledge transfer. How knowledge can be shared through the two different strategies 

that we have chosen to focus on will now be further explained. 

3.3.1 Codification and personalization 
 

Looking at knowledge literature from a marketing perspective various fields have been 

researched, however there are two distinct fields, interpersonal knowledge transfer, also 

known as personalization, and the use of knowledge systems, otherwise known as 

codification (Chai & Nebus, 2012, p. 34). Hansen et al. (1999) developed the 

knowledge management practice of codification strategy and personalization strategy 

which are two strategies a company can have regarding knowledge transfer (p. 107-

109). 

 

The codification strategy, or people-to-documents, refers to the process of transferring 

knowledge from the individual who created that knowledge and making that knowledge 

independent and reusable (Hansen et al., 1999, p. 107-108). Codification relates to 

explicit knowledge (Hansen et al., 1999, p. 107-109) and the instruments used to 

transfer explicit knowledge are mostly tools (Jonsson, 2012, p. 144). The process 

includes converting knowledge into for example text, graphics, templates, policies, 

procedures, charted business process, rules and regulations (Desouza & Paquette, 2011, 

p. 179). According to Hansen et al. (1999) codification is when knowledge is codified 

and stored in databases so anyone in the organization can assess and use that knowledge 

(p. 107). The handling of this type of knowledge is facilitated by the use of technology-

based systems (Desouza & Paquette, 2011, p. 179), which provide an opportunity to 

codify knowledge easily and cost-effective (Goodman & Darr, 1998, p. 418).  

 

In order to provide a complete picture of the codification strategy, an overview of 

different studies made related to this method of sharing knowledge will now be 

explained. Boh (2007) studied how two project-based companies worked with either 

codification or personalization strategies of sharing knowledge (p. 27,37). By 

conducting interviews and observing both intranets and internal meetings, the author 

found that dependently on what type of projects the companies worked with and the size 

of the organizations, influenced the sort of strategy the was used for sharing knowledge. 

The results indicated that organizations that worked with projects that repetitively were 

considered similar to each other could benefit more by using a more systematic method 

of sharing knowledge, namely codification. In this study, the company that worked 

more towards similar projects used a centralized repository where the employees could 

upload knowledge and experiences from completed projects. If other employees ran into 

problems in their projects, this database of information how previous projects were done 

could help. Many of the interviewees found this to be beneficial as it was sometimes 
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perceived to be difficult to get in contact with relevant colleagues, a result of the larger 

size of the company. In contrast, there were also those of the employees that felt the 

repository as overwhelming, due to its comprehensive amount of documents and 

information. Employees could therefore go to colleagues instead rather than using the 

repository as this was perceived to be a fast way of sharing knowledge. (Boh, 2007, p. 

37,48-52) We can therefore see an empirical example showing that a codification 

strategy can bring both advantages as well as negative feedback from the employees 

regarding this type of knowledge sharing. This systematic method of sharing knowledge 

seems to be beneficial in organizations that may experience similar situations in the 

future and also where personal interaction is not as easy due to the larger size of the 

company. However, this method of uploading and finding relevant information has also 

been perceived to be more complicated to some people. 

 

Cacciatori, Tamoschus and Grabher (2011) made a similar study investigating through 

interviews how codification was used in projects in creative, high-tech and engineering 

industries (p. 309,315-317). The results indicate that the use of codification to share 

knowledge differs between industries, as engineering and high-tech industries were 

using this strategy more often than the creative industry. The study further showed that 

complexity of knowledge, amount of face-to-face communication and characteristics of 

the project influenced the use of codification to share knowledge. For example if the 

face-to-face communication increased, the use of codification to share knowledge 

decreased and a high-tech project used this strategy more than a creative project. (p. 

320-323) 

 

As we are studying knowledge transfer in a particular context in terms of dysfunctional 

behavior in the C2C interaction on social media, we also investigated studies focused on 

the relation between context and knowledge transfer. First we will look into studies 

regarding codification and further on studies regarding personalization. Garavelli, 

Gorgoglione and Scozzi (2002) studied how the environment influenced knowledge 

transfer, with focus on codification (p. 270). The authors argue that codification cannot 

be separated from the process of interpretation, as the receiver of knowledge may 

interpret it differently than it was originally meant to (p. 271-272). The results indicate 

that when there is a failure in the process of sharing knowledge, it is either because of 

the codification method that is used or in the interpretation. The interaction between 

these two processes is further affected by the context in terms of the characteristics of 

the environment where the transfer takes place, by example culture, values, beliefs, 

education etc. The results further shows that the context can influence the use of 

codification as it may be more crucial in different situations. For example if people are 

similar to each other in terms of values and competencies, they may experience it easier 

in the process of interpretation but still require specific codification methods to share 

knowledge effectively. (p. 273) 

 

The other knowledge management practice for knowledge transfer, personalization 

strategy, can be considered the more informal way of sharing knowledge in contrast to 

the codification strategy (Boh, 2007, p. 28). Personalization relates to implicit 

knowledge (Hansen et al., 1999, p. 107-109) and the instruments used to transfer 

implicit knowledge are mostly methods and processes for learning (Jonsson, 2012, p. 

144). This strategy as it is based on the person-to-person interaction, implies a process 

of transferring knowledge via direct contact (Hansen et al., 1999, p. 108; Desouza & 

Paquette, 2011, p. 183). The knowledge is connected to the individual who created that 
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knowledge and shared through dialogue with other individuals, either in real life, via 

videoconference or over the phone. It can be via formal or informal meetings or 

mentoring sessions. This process is for example encouraged by organizations allocating 

resources on networking with people, moving people between agencies or departments, 

designing physical areas such as break and meeting rooms for socializing and 

developing directories of experts. (Hansen et al., 1999, p. 108-109; Desouza & 

Paquette, 2011, p. 183). As this type of knowledge is not easily externalized it is 

handled with non-technology-based efforts (Desouza & Paquette, 2011, p. 179). 

 

To give a thorough explanation of the personalization strategy, an overview of various 

studies covering this area will now be provided. Jacob and Ebrahimpur (2001) made a 

study investigating how implicit understandings of knowledge affect the nature of 

knowledge transfer (p. 74). The study was based on interviews conducted at an 

organization producing innovative automotive products and another organization 

operating in the biomedicine industry (Jacob & Ebrahimpur, 2001, p. 77-78). The 

results indicated that for both companies knowledge transfer was viewed as something 

which should be focused on implicit knowledge. The personal knowledge was found to 

be most easily transferred via individuals, which was accomplished by moving people 

between project groups. Further the research states that there is a connection between 

how the organization understands knowledge and what type of knowledge transfer 

mechanisms that they use. The automotive company, which views knowledge as 

experience, relies on staff training where the employee can learn how to apply his/her 

knowledge and how the organizations do things. In the biomedicine company, which 

views knowledge as expertise, projects were the most rewarding venues for knowledge 

transfer, where new knowledge was brought by introducing new individuals to the 

project teams. (Jacob & Ebrahimpur, 2001, p. 81-82;85-86) 

 

Connecting back to the study of Boh (2007) two project-based companies was studied 

in relation to how they worked with either codification or personalization strategies of 

sharing knowledge (p. 27,37). The results showed that organizations working with 

projects that can be considered to be of a non-routine nature might benefit from using an 

informal knowledge sharing strategy, namely personalization. Organizations working 

with projects that are less routine in nature rely on experts that are placed on positions 

where they can easily disseminate knowledge to others. In this study the organization 

following a personalization strategy was ensuring they had the right expertise and 

experience in their project teams by using a tool displaying the experience and expertise 

for each consultant. This way they could match their competencies to the specific 

project. The company also creates help desks and knowledge networks with experts 

who have several years of experience, which may assist other consultants. The benefits 

are customized advice and an awareness of who knows what and experience from 

previous enquires. (Boh, 2007, p. 28,48,52) 

 

Cavusgil, Calantone and Zhao (2003) studied how the innovation capability of 

organizations is affected by their ability to transfer implicit knowledge (p. 6), which is 

related to personalization (Hansen et al., 1999, p. 107-109). The authors conclude that 

the more implicit knowledge transfer the organization has, the more likely they are to be 

able to innovate as such knowledge is difficult for competitors to replicate (Cavusgil et 

al., 2003, p. 20). The study was conducted by sending surveys to senior management at 

manufacture and service firms and the result showed that strong inter-firm relationships 

affects the implicit knowledge transfer in a positive manner. This was proven to be true 
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regardless of the size of the company. Further the study concludes that the firm’s 

innovation performance was positively affected by strong inter-firm relationships. 

(Cavusgil et al., 2003, p. 12-14) 

 

As we previously mentioned the particular context where we want to investigate 

knowledge transfer makes previous studies focused on the relation between context and 

knowledge transfer strategies relevant. Above we looked into codification and context 

and will now go into the personalization strategy in relation to context. Puusa and 

Eerikäinen (2010) studied the phenomenon of implicit knowledge in what they refer to 

as an expert context (p. 307). As previously mentioned, implicit knowledge relates to 

personalization (Hansen et al., 1999, p. 107-109), which is why we find this study as 

relevant to understand how personalization has been studied in different contexts. 

 

The study was conducted by interviewing administrative officers at a University, since 

they were regarded as extensive experts (Puusa & Eerikäinen, 2010, p. 307-308,310). 

The results indicate that implicit knowledge seems to be bound to the individual as well 

as to the context where that knowledge has emerged and where it was expressed. It was 

found that the construction of implicit knowledge is both context-dependent and 

organization-specific. In this study this implicates that the construction of implicit 

knowledge of the experts is affected by for example their type of career, which affects 

what components of the implicit knowledge that are emphasized. The construction of 

implicit knowledge is further affected by the nature of the organization, which includes 

for example procedures and work practices, along with the insight regarding when and 

how to use them. (Puusa & Eerikäinen, 2010, p. 313-314,316)  

 

As described by Kumar and Ganesh (2011) codification and personalization are generic 

and distinct knowledge sharing strategies (p. 128). The way we interpret this is that 

codification and personalization are commonly used, general strategies. We also 

interpret that these are two strategies with clear differences. Our conception is furthered 

strengthened by the fact that researchers have investigated which combination of the 

codification or personalization strategy that gives the organization the most advantages. 

There are those who believe that one or the other, either codification or personalization, 

is to prefer over the other. For example Hansen et al. (1999), the founders of the 

codification and personalization strategy, claim that knowledge transfer is successful if 

the organization primarily follows one strategy and use the other one to support the first 

one. They state that an organization should focus on the one they build their competitive 

advantage on and how they deliver value to the customers. Further they say that the firm 

will fail if it tries to pursue both strategies equally and they suggest an 80-20% split, of 

80% codification and 20% personalization or reversed, in order to be successful. (p. 

112) This is supported by Haesli and Boxall (2005) who, when investigating two high-

technology firms, saw that they used one knowledge transfer strategy more than the 

other (p. 1955,1971-1972). One was found to focus on a personalization strategy and 

the other a codification strategy, where both organizations were successful. This makes 

the authors draw the conclusion that there is no best way to manage knowledge, rather 

the pursued strategy is determined by the current situation of the company, relating to 

for example the environment, context and type of products and services. (Haesli & 

Boxall, 2005, p. 1969-1970,1972) We acknowledge the fact that by focusing on either 

codification or personalization the organization gains the inherent benefits of that 

specific strategy, while at the same time it is exposed to the risks connected to that 
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strategy. Possible benefits and downsides of each of the knowledge transfer strategies 

codification and personalization will now be discussed more in-depth. 

 

The main idea in codification is to take advantage of the knowledge within an 

organization and thus reducing organizational vulnerability by ensuring all knowledge 

is easily accessible by everyone (Jonsson, 2012, p. 139). The organization aims to make 

knowledge the property of the firm (Kumar & Ganesh, 2011, p. 119). As employees can 

access knowledge without going through the original source and also reuse previous 

knowledge, the potential benefits the codification strategy results in are less usage of 

time and resources (Ejler et al., 2011, p. 21; Hansen et al., 1999, p. 107-108; Hislop, 

2009, p. 60). And as Goodman & Darr (1998) puts it “codified knowledge can be a good 

mechanism to store large amounts of knowledge, serving as a means of creating an 

organizational memory for all employees” (p. 418). 

 

Possible downsides of the codification strategy are that it can require large investments 

in technology and that the employees may prove unwilling to utilize those technologies 

(Boh, 2003, p. 795; Swan et al., 1999, p. 270). Further, the development, adoption and 

maintenance of a database for codified knowledge can be difficult (Boh, 2003, p. 795). 

Baloh et al.: In Desouza & Paquette (2011) claim that as knowledge is dynamic and 

changing its relevance may differ over time (p. 60), which may require large 

investments in technology in order to update repositories, systems and web pages 

(Kumar & Ganesh, 2011, p. 119). There is also a risk with codification, observed by 

Schulz and Jobe (2001), leading to information overload, meaning for example 

comprehensive directories of unprocessed documents or unread e-mails (p. 143). 

Another negative aspect is that as the codification strategy involves making knowledge 

independent this may be intimidating for the employees as their role is routinized and 

deskilled (Morris, 2001, p. 823). 

 

The main idea of the personalization strategy is that knowledge transfer occurs in social 

interaction and interaction between individuals (Jonsson, 2012, p. 140). The potential 

benefits the personalization strategy brings are employees with high levels of implicit 

knowledge, which enables the organization to offer customized services (Hansen et al., 

1999, p. 108-110). Another positive aspect of the personalization strategy is that that the 

end-user for the knowledge directly can discuss any unclarities (Boh, 2003, p. 796). As 

codification relates to technology and personalization to people, it can be said that as 

technology can be relatively easily adopted, a benefit of personalization is that is 

difficult and challenging to create, rivals cannot easily beat this competitive advantage 

(Gupta & Govindarajan, 2000, p. 80). As Jacob and Ebrahimpur (2001) argue that 

explicit knowledge is easier to access than implicit knowledge, meaning that techniques 

enabling the availability of implicit knowledge gives the organization a competitive 

advantage and contributes to overall goals (p. 85). Possible downsides of the 

personalization strategy are that it is expensive, slow and requires a lot of time (Hansen 

et al., 1999, p. 108-110). 

 

Besides arguing that a focus on either codification or personalization is to prefer there 

are researchers who believe that organizations should use both strategies coherently. For 

example there is Kumar and Ganesh (2011), researchers that have noted the correlation 

and simultaneous use of codification and personalization strategies (p. 128). They argue 

that these two strategies are dependent on each other and that even if an organization 

pursue one more than the other, eventually they will reach a balance between the two. 
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The reason they say this is since they did not find evidence suggesting that variations 

affected the performance negatively as units following a personalization strategy did not 

do better than those with a balanced strategy, meaning that the 80-20 ratio of Hansen et 

al. (1999) is contradicted. (Kumar and Ganesh, 2011, p. 127,130) Scheepers et al. 

(2004) are of a similar opinion as they claim that the 80-20 ratio is not constant as an 

organization that starts off with pursuing only one knowledge transfer strategy will 

mature and eventually use both codification and personalization, balanced and 

simultaneously (p. 217-218). Further examples are Jasimuddin et al. (2005) who argue 

that organizations must integrate both strategies simultaneously and equally in order to 

be successful at transferring knowledge (p. 109). Just as Kumar and Ganesh (2011) 

claim that as implicit and explicit knowledge cannot be separated an organization 

cannot pursue either the one or the other knowledge transfer strategy and be successful. 

Rather they must pursue both codification and personalization simultaneously. 

(Jasimuddin et al., 2005, p. 107) 

 

The position of using both codification and personalization strategies stems from a 

desire to overcome the problems and difficulties of choosing one strategy over the other 

(Kumar & Ganesh, 2011, p. 130). Codification is effective for transferring documented 

knowledge, but not so effective for transferring implicit knowledge. Personalization, on 

the other hand, is effective for transferring implicit knowledge via conversation, but not 

so effective for transferring documented knowledge. (Gupta & Govindarajan, 2000, p. 

80) If an organization uses codification and set aside personalization this may result in 

over-reliance in technology and inefficiency due to time being spent searching for 

knowledge, rather than drawing information from someone who has previous 

experience (Kumar & Ganesh, 2011, p. 130). On the other hand, if an organization uses 

personalization and set aside codification this may result in the organization being 

dependent on the employee willingness to share knowledge and to remain with the 

organization (Droege & Hoobler, 2003, p. 58-59; Maciejovsky & Budescu, 2013, p. 

154). 

 

Besides looking into benefits and negative aspects relating to the choice of knowledge 

transfer strategy there are also studies showing the correlation of what type of industry 

or business affects what type of knowledge transfer method organizations use. As 

previously mentioned, Boh (2007) found that a larger company which experienced more 

similar situations was working more towards a codification strategy (p. 48-52). His 

results also indicated that a smaller company that worked with more heterogeneous 

projects was commonly more towards a personalization strategy (p. 41-42,52). The 

company that was considered more towards the personalization strategy, communicated 

mainly through, besides personal communication, e-mail, telephone calls and a newly 

invested video-conferencing technology (Boh, 2007, p. 41). Some of the interviewees 

from this company were satisfied of having this informal way of sharing knowledge, 

they were however working in relatively small departments (Boh, 2007, p. 41,43). Other 

employees that were interviewed desired a more systematic view of sharing knowledge, 

as the company grew, this informal way did not seem appropriate anymore. This 

informal strategy was also criticized as some employees perceived it to be difficult to 

actually know what knowledge different individuals have, who they are and how to get 

in contact with these people. In other words, there is too much focus on the possibility 

of talking “to the right person”. This personalization strategy was also criticized for 

making it harder for employees that were new to the organization, as it forces them to 

constantly ask different people in their work. (Boh, 2007, p. 42-44,47). Compared to the 
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larger company in the study that experienced similar projects repetitively, this smaller 

company did not work as much with standardized and routinized tasks, making 

codification strategies a bit more difficult compared to the first mentioned company 

(Boh, 2007, p. 52). 

 

Further researchers looking into the correlation of the sort of business and knowledge 

transfer strategy are Hansen et al. (1999). Their study was focused mainly on 

management consulting firms but also analyzed computer companies and healthcare 

providers, where the knowledge management practices of the organizations was 

investigated. (Hansen et al., 1999, p. 106) In the study it was concluded that 

organizations which sell standardized products and services should focus on a 

codification strategy. The reason is that standardized products do not vary that much, 

making the knowledge relating to the production codifiable. Organizations that sell 

customized products and services should, on the other hand, pursue a personalization 

strategy. The reason is that selling customized products and services are about meeting 

unique customer needs, which will vary dramatically. Hansen et al. (1999) also state 

that whether or not the product/service is mature or innovative affects the knowledge 

transfer strategy (p. 115). When organizations sell and develop mature products/services 

they rely on well-understood processes where knowledge can be codified. If instead 

organizations focus on innovative products/services they need to share information via 

personalization, as the innovation generation between people might get lost in document 

form. (Hansen et al., 1999, p. 115) 

 

Another example of researchers showing the correlation between type of industry or 

business and the strategy for knowledge transfer is the study of Greiner, Böhmann and 

Krcmar (2007). In this study, utility companies were investigated by conducting 

interviews with employees from each company (Greiner et al., 2007, p. 7). The study 

showed that organizations focusing on efficiency as a business strategy for advantage 

were more suited to codification, as an efficiency strategy relies on reuse of knowledge. 

Organizations focusing on innovation, on the other hand, were found to be more suited 

to personalization as personal communication encourages innovation. (Greiner et al., 

2007, p. 8-10) 

 

In this chapter we have now explained where knowledge transfer has its heritage in 

order to fully understand the concept and its strategies. In this study we have chosen to 

focus on the codification and personalization strategy, which we have analyzed from 

different perspectives based on previous research. We have explained different 

advantages and drawbacks with each strategy and when they could be applicable for 

different organizations and in different situations. 

The reader should therefore have gained a comprehensive overview of what knowledge 

transfer is and how it can be seen in organizations. 

 

We will now shortly summarize the theoretical chapter. As we have a specific context 

that is studied in relation to knowledge transfer, we began this chapter by providing an 

overview of dysfunctional customer behavior. Different definitions of misbehaving 

customers have been explained and we have shown that contemporary research is 

starting to include the C2C interaction as well. We argue that this can indicate that the 

concept of misbehaving customers is developing and becoming more complex, as it 

includes not only the situation where customers behave badly against a company but 

against other customers as well. As social media provides many opportunities to 
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interact, we consider dysfunctional behavior in the C2C interaction on this platform, a 

relevant and interesting context to include in our study of knowledge transfer. 

 

In this chapter we have also provided an overview of benefits and challenges with 

knowledge transfer, as well as different views on the following knowledge transfer 

strategies codification and personalization. The differences between these strategies 

have been explained as well as how they can be observed in organizations by the help of 

previous studies. This discussion shows that codification appears to be more focused on 

a transfer of knowledge that is shared through documents, guidelines, databases etc. The 

personalization strategy on the other hand appears to be more focused on sharing 

knowledge by personal communication, email and other interactions that involves a 

dialogue. 

To solve the problem and purpose of our study, we will use the information we now 

have about this context and knowledge transfer strategies. This will then be used to 

understand if and how organizations work with a codification and/or personalization 

strategy when handling dysfunctional customer behavior on social media, and by a 

comparison of the studied organizations investigate reasons and underlying factors for 

their way of transferring knowledge. How we conducted this research will now be 

further described. 
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4. Practical method 
In this chapter we will explain the practical method for the study and the motivation for 

our choices. Initially we will present reasons for conducting a qualitative research with 

a semi-structured interview design. We then provide a presentation of how and why our 

organizations and respondents have been chosen. Further, we will give an explanation 

of the construction of our interview guide and the conduction of the interviews, 

accounting for our associated reasons. Finally, we will provide a statement regarding 

the processing and management of our gathered data. 

4.1 Research design 
 

Problem statements using the question “how” lead to analyzes focusing on processes 

generating a greater understanding (Justesen & Mik-Meyer, 2011, p. 27) As we aim to 

investigate “if” and “how” companies work with a codification and/or personalization 

strategy when handling dysfunctional customer behavior. As well as by a comparison, 

investigate reasons and underlying factors for their way of transferring knowledge, we 

consider a more in depth study as appropriate. Because we are not aiming for 

quantification but rather to gain an understanding regarding if and how companies 

actually work with this, we consider a qualitative research design as more in line to 

answer our problem and to fulfill the purpose with this study. 

 

We also consider advantages with this research strategy as beneficial in order to provide 

as relevant and truthfully conclusions as possible. As the qualitative research strategy is 

more focused on words rather than collecting large amount of data (Bryman & Bell, 

2011, p. 386), we consider this approach as more emphasized on going into depth with a 

subject. The qualitative research design is also more emphasized on description as well 

as the importance of what context the study is conducted in (Bryman & Bell, 2011, p. 

403-404). We find this beneficial as the context of this study is such a distinct situation 

in terms of dysfunctional behavior in the C2C interaction on social media. The reason 

why this is emphasized in qualitative research is because one cannot fully understand 

the behavior of those within the context, if the context is not fully understood. This 

implies that what can be considered odd or irrational behavior can make sense if we 

understand the particular context. (Bryman & Bell, 2011, p. 403-404) We argue that the 

behavior that has been observed in the H&M case, is a level of verbal abuse that is not 

present in common customer situations in real life. It therefore seems like social media 

brings an opportunity to misbehave that has not been seen in real life situations before. 

This makes it a distinct context and why we argue a qualitative study is appropriate to 

study knowledge transfer strategies within this challenging context for companies. 

 

We aim to develop this study with findings so we can understand if and how companies 

work with a codification and/or personalization strategy when handling this sort of 

dysfunctional customer behavior on social media, as well as by a comparison between 

the studied organizations investigate reasons and underlying factors for their way of 

transferring knowledge. We therefore argue, as we have concluded in our background 

and theory, working with knowledge transfer within this specific context is not 

something that has been studied before. We therefore consider it important for a first 

study to be developed in such a way that the results can build a foundation for future 

studies to be based upon. 
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We are aware that the use of a qualitative research can be criticized. Bryman and Bell 

(2011) argue that there are different criticisms of qualitative research that we find worth 

mentioning, so that we can explain how we will address them. They argue that this sort 

of research can sometimes be perceived as being too subjective, meaning that findings is 

based upon the views of what the researcher finds important or not (p. 408-409). We 

cannot neglect the fact that it is hard to conduct results that are completely objective, 

which is also explained by Bryman and Bell (2011, p. 398). Qualitative research design 

is considered to be less affected by guidelines and directions about how to conduct the 

research (Bryman & Bell, 2011, p. 409), we however argue that our theoretical 

foundation can be used to guide us, keeping the subjectivity as minimal as possible. 

Further we consider this research design to be appropriate, as it allows for the in-depth 

that we strive for, since the purpose is not to generate theories but rather to understand 

how things are, in this case if and how companies transfer knowledge and reasons and 

underlying factors for doing this in relation to this specific context. 

 

Bryman and Bell (2011) further argue the findings of qualitative research can 

sometimes be considered too restricted, implying problems with generalization (p. 408-

409). As the aim of this study is not to provide results that can be generalized to other 

companies we do not find this critique relevant for us. 

 

Another criticism that is mentioned by the authors is lack of transparency, meaning that 

it is sometimes difficult to follow what the researcher actually did and how the study 

arrived at the conclusions (Bryman & Bell, 2011, p. 408-409). As we in this chapter will 

thoroughly explain how we conducted the research ranging from research design to how 

the data has been gathered and interpreted, we strive to provide the reader with a 

description that minimizes problems with lack of transparency. This study also has its 

theoretical foundation where the empirical data will be analyzed in relation to existing 

theories, this should further help with coping with the problem of lack of transparency. 

The study is further divided into different chapters with its unique structure and content, 

which should further contribute to the understanding of how the chapters are connected 

for the reader. This should also in the end make it easier for the reader to understand 

how we arrived at the conclusions and contribute to the understanding of our final 

recommendations. 

4.2 Gathering data 
 

Within this study, we have chosen to gather our data through interviews, which is 

considered a common method in qualitative research (Bryman & Bell, 2011, p. 465). 

Making observations is also one way to gather data in this type of research (Silverman, 

2010, p. 189). There are no right or wrong methods in research, but there are those that 

can be considered more in line with the actual research topic (Silverman, 2010, p. 124). 

We find the use of interviews more appropriate as the purpose of this study is to 

understand if and how companies work with a codification and/or personalization, when 

handling dysfunctional customer behavior on social media, and by a comparison of the 

studied organizations investigate reasons and underlying factors for their way of 

transferring knowledge. Observations can potentially be used for understanding if and 

how knowledge is transferred in our opinion, for example by following a team working 

with social media and see their routines and methods when exchanging knowledge. 

However as we also aim to find results indicating reasons and underlying factors for 

their way of transferring knowledge, we have chosen to neglect observations to focus on 
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interviews to find these results, since we believe this could be problematic to find out by 

merely observing. As observations further depend on the possibility that this situation 

where customers misbehave against other customers happen when we are actually 

observing, we have chosen to focus on interviews instead which allow the respondents 

to use their experience of previous situations where this might happened. 

 

Interviews can be done in both qualitative and quantitative research but there are some 

important differences. In the latter, interviews are commonly done with a fixed set of 

questions and not allowing the interviewee to go beyond the actual subject. On the other 

hand, in a qualitative interview more emphasis is on the interviewees’ perspectives and 

what they find relevant and important. The interviewer is therefore not bound to follow 

any guide or answer questions in a correct order, instead they are allowed to ask follow-

up questions and being more unstructured compared to the interview in quantitative 

research. (Bryman & Bell, 2011, p. 465-467; Silverman, 2010, p. 194). The sample size 

is also considered to differ, as quantitative research tends to have larger samples that 

statistical tests can be conducted on (Silverman, 2010, p. 194). As we are not aiming to 

study a large sample to provide generalized results, but rather to focus on a smaller 

sample in order to go deeper into understanding if and how organizations work with a 

codification and/or personalization strategy when handling dysfunctional customers on 

social media and by a comparison investigate reasons and underlying factors for their 

way of transferring knowledge. We therefore argue based on these differences that the 

qualitative research design as appropriate to answer the problem and purpose of this 

study. 

 

There are two extremes in terms of how to conduct interviews within a qualitative 

research, namely the unstructured or the semi-structured approach (Bryman & Bell, 

2011, p. 467,470). As this study is focused on a particular context, we argue that the 

interviews must be somewhat guided in order for us to gather as relevant information as 

possible. We therefore argue that the use of semi-structured interviews should be 

beneficial in order solve our problem and purpose. In this type of interview the 

researcher has a list of questions to be covered, also known as an interview guide 

(Bryman & Bell, 2011, p. 467). We find it beneficial to have this guide that can keep the 

interview focused on the actual subject. Even though the interview becomes a bit more 

structured, the interviewee is still able to respond freely. 

 

Previous studies made on knowledge transfer have used different methods to gather 

data. Darr et al. (1995) used structured interviews to investigate how knowledge transfer 

of an experience from one store influenced the productivity in another store within the 

same franchise (p. 1754). In another study conducted by Fan and Ku (2010, p. 203,212-

214), investigated how knowledge sharing affected customer relationship management 

(CRM) profitability. In their study they used an e-mailed questionnaire that was 

randomly sent out to managers of travel agencies. 

 

Cacciatori et al. (2011, p. 309,315-317) studied how knowledge transfer could be used 

across projects within the creative, high-tech and engineering industries. In order to gain 

an overview and meet individuals with an in-depth knowledge about individual projects, 

interviews were conducted with people in managerial positions. 

Wu (2013, p. 47) investigated whether it is a correlation between sharing knowledge 

and what the author referred to as a positive knowledge sharing satisfaction (KSS). The 

author distributed questionnaires to participants from what can be considered 
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knowledge intensive industries, such as the high-tech industry which emphasizes 

innovation, research and scientific discovery (p. 52-54). 

 

Dyer and Nobeoka (2000, p. 345,349) studied how knowledge sharing within Toyota 

influenced the relative productivity advantage that the company and its suppliers had 

during this time. In the study, interviews were conducted with purchasing general 

managers within Toyota and senior executives at the company’s suppliers. 

 

With these studies in mind, we hope to give a better understanding of how previous 

research has been conducted on the subject of knowledge transfer. As mentioned, the 

research has used different methods to gather data in order to reach the final 

conclusions. We argue that the research design has to be adapted to the actual problem 

and purpose in order to provide as qualitative conclusions as possible. As there is no 

methods in research that can be considered right or wrong but only does that are 

considered more appropriate (Silverman, 2010, p. 124). We find the use of a qualitative 

research design with semi-structured interviews as appropriate in order to understand if 

and how companies work with a codification and/or personalization strategy when 

handling dysfunctional customer behavior on social media, as well as for investigating 

reasons and underlying factors for their way of transferring knowledge. 

4.3 Sample 

4.3.1 Finding and choosing companies 
 

As we have explained in the introduction and in the theory chapter, customers 

misbehaving in the B2C interaction can generally be said to be more common than in 

the C2C interaction. To investigate if and how companies work with knowledge transfer 

when dealing with dysfunctional customers on social media, we needed to find 

companies that were actually present on the Internet. To find these companies, we used 

the website “Fairshopping” which is a Swedish website, where customers and 

companies can interact and communicate. The idea behind the website is to allow 

customers to raise their opinions by giving praise and suggestions to a company, or 

complain about things they are dissatisfied with. Other customers can also read the 

questions as well as write comments in the same topic. After receiving the customer 

message the company can answer the customer directly on the Fairshopping web site. 

(Fairshopping, 2013) The motivation behind using Fairshopping as a source for finding 

companies for this study was due to the purpose with the website and that we wanted to 

find companies that were familiar to interacting with customers who, on social media, 

said negative things about those companies. Before we started searching for companies, 

we developed three criterias that was going to be used for evaluating the companies. 

First, companies should use social media to interact with customers. As Fairshopping 

can, in our opinion, be considered a social media channel, the companies that are 

present there are already meeting this criterion. We also consider their presence on 

Faishopping to be an indication that these companies might also use other major social 

media channels, since we see Fairshopping as a smaller channel. Secondly be one of the 

companies that receive most questions on Fairshopping and thirdly, have experienced 

dysfunctional customers at least in the B2C interaction on social media. These selection 

criterias mentioned above we see as fulfilled when finding the companies for our study 

via Fairshopping. 

 



30 
 

To find companies that may have experienced dysfunctional behavior in the C2C 

interaction, we started to investigate which companies that had the most questions 

received from their customers on Fairshopping. As Fairshopping provides the 

possibility to see how many questions each represented company has, this investigation 

of which companies had the most questions was done by browsing and comparing the 

number of questions for each company. When we had found those companies that 

received the most questions, we also studied the flow of comments and discussions 

within different topics that were sent to these companies. This was done by reading the 

questions sent to the company and the following comments from other customers that 

participated in the discussion, which was done as we hoped to find scenarios where 

customers misbehaved against each other. 

We only found limited examples where this misbehavior between customers was 

present, on the other hand we saw that misbehavior targeted against companies was 

more common on Fairshopping. We further studied, by browsing the web page of the 

chosen companies, which other social media channels they used. These companies that 

were asked the most on Fairshopping also used at least one social media channel where 

they interacted with customers, and customers could interact with the companies as well 

as each other. Due to the their activity on social media, number of questions received on 

Fairshopping, and experience where misbehavior is targeted against the company, we 

see this as an indication that these companies may have experienced a situation on 

social media where customers misbehave against other customers. This is why we chose 

to contact these companies. 

 

We found 11 companies that were considered interesting based on the criterias 

mentioned in the previous section. This way of choosing the companies can be 

considered a criterion sample, as we have developed these three criterias that the chosen 

companies must fulfill (Merriam, 1994, p. 61; Sandelowski, 2000, p. 248). 

Out of these 11 companies, four companies accepted our invitation to participate in this 

study. The reason why these other seven companies declined was in all cases explained 

by time limitations. We therefore argue that the access can be considered relatively low. 

We however do not consider this a problem since we aim for quality rather than 

quantity and the sample is therefore considered enough to provide the depth that we 

strive for. The four companies that accepted to participate, found the study interesting 

and many respondents also mentioned the study’s results to be beneficial for their work 

with social media. We therefore consider the interest regarding the study from the 

included organizations to be high.  

 

As we have stated one part of the purpose is that we will investigate reasons and 

underlying factors for the organizations’ way of transferring knowledge by comparing 

the studied organizations and search for similarities and differences. The common 

denominator for all our chosen organizations is that they interact with customers on 

social media channels, and that they have experience from customers misbehaving, 

primarily against the company, on Fairshopping, as well as being among the top 

companies regarding number of received customer questions on Fairshopping. By 

making a comparison between the knowledge transfer strategies of the different 

companies we are aiming to create an understanding of reasons and underlying factors 

for their way of transferring knowledge. 
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4.3.2 Respondents 
 

After we had chosen our companies, we started to look for contact information to 

managers or people in other high positions, responsible for social media 

communication, customer service or customer relationships. In other words, we did 

what refers to as a purposive sampling, where respondents are not chosen randomly but 

rather based on their relevance for the research question that is about to be studied 

(Bryman & Bell, 2011, p. 442; Merriam, 1994, p. 61). We chose these areas of 

responsibility as we found them to be related to our focus of the study. 

 

As we have a research question that we want to study from a managerial perspective, we 

find the sample of respondents crucial in order to gather relevant and beneficial 

information which we may use in our analysis. We therefore find the use of this 

purposive sampling as beneficial as it allows for this subjective choice of respondents 

that are considered appropriate. As the sample in qualitative research also has a large 

influence of the end-quality of the study (Coyne, 1997, p. 623), we consider this 

purposive sampling as appropriate in order to provide as trustworthy and beneficial 

conclusions as possible.   

 

We decided before we contacted the companies that we aimed to interview two 

employees in each organization. As we are studying if and how knowledge is 

transferred, we consider it necessary to include more than one individual’s viewpoint, in 

order to gain a better overview than one individual’s opinions will bring. We therefore 

chose to interview one employee that was more towards a managerial position and the 

other with an employee that worked more practically with questions that related to our 

subject, which we believe will help us create a better understanding of our studied 

phenomenon. This was done in all organizations except one, where the interviews were 

done with two managers, however one of these did also work practically with social 

media as well. 

 

The first contact with all companies began with email and/or chat with customer service 

or people responsible for public relations. As we could not find any contact information 

to what we considered relevant respondents based on the areas of responsibility 

mentioned earlier, we tried these channels instead to ask if we could get access to this 

information. We explained who we are, the purpose with this study and why we had 

contacted them (See Swedish appendix I). We were sent to relevant managers in all 

cases except one, where this person actually had too big of a responsibility for our study 

as this employee worked on a global level. We then got in contact with employees 

working on a national level, thanks to this global manager. When we received contact 

information to relevant employees in the asked companies, we sent another email that 

was further comprehensive compared to the first one, explaining the content, purpose 

and how the study could be beneficial for their organization (See Swedish appendix II). 

When sending out emails to the respondents we included a short explanation that we 

were to contact the person again if we did not get an answer within one week, just to 

make sure the first invitation to the study was not lost. 

 

When interviewing the managers in each organization we had a discussion of who the 

other interview could be done with. This was the case in all organizations except one 

where we got contact information from the manager and we could get in touch with this 

person on our own. The fact that the manager in each organization chose the second 
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interviewee is not something we consider will influence our results negatively. The 

reason is that we argue that after being briefed about the content, problem and purpose 

of this study, the manager was able to get an understanding of whom it might be 

relevant to talk to. 

4.4 Gathering data 

4.4.1 Interview guide 
 

Initially we want to point out that our interview guide can be found in appendix IV for 

Swedish and appendix V for English. When conducting an interview it is wise to begin 

with questions covering information on the personal background of the respondents. 

This is done in order to be able to conduct certain analyzes with regards to the purpose 

of the study. Such information includes for example sex, age, education, period of 

employment, number of subordinates. When choosing the questions relating to the 

personal background it is important to think of the relevance and how that information 

will benefit the purpose of the study. (Justesen & Mik-Meyer, 2011, p. 49) We chose to 

ask about the respondent’s position, “What is your position at the company?”, the 

period of employment, “How long have you been employed at this company?”, and how 

long he/she has been involved with the current tasks, “Tell us about what you do at the 

company and for how long this has been your responsibilities?”. Our reason for 

choosing these questions is due to the purpose of this study. It is therefore of interest to 

know how long the interviewee has been employed and how long he/she has been doing 

the task relating to our context of dysfunctional C2C behavior on social media. The 

position of the interviewee is asked to see whether the perception of how and for what 

reasons knowledge is shared within the company differs between managers and 

employees working practically. 

 

The interview guide should contain a number of themes with related questions. As it is 

important to create suitable questions a good method of generating those questions is to 

brainstorm and list potential questions. Those are then sorted in themes and evaluated, 

deleted and rearranged, according to the purpose of the study. The end result should be 

an interview guide containing for example 10-15 questions. (Justesen & Mik-Meyer, 

2011, p. 49-50) We have followed this procedure and our end result was an interview 

guide divided into themes containing ten main questions, with additional follow-up 

questions. Using follow-up questions is a way for the interviewer to use the 

respondent’s previous answer and phrasing a new question. This has the potential to get 

the respondent discussing the phenomenon more deeply. (Shiu, Hair, Bush & Ortinau, 

2009, p. 206) We followed this structure and some of our main questions had follow-up 

questions such as “You chose to pursue the method of... why?”, “...In that case how?” 

We also formulated follow-up questions based on the interviewee’s responses during 

the interview. 

 

When formulating the questions we had our purpose and problem statement as the 

starting point. We wanted to ask questions that could provide us with empirical data 

allowing us to fulfill the purpose of the study. The purpose is to understand if and how 

organizations work with a codification and/or personalization strategy for transferring 

knowledge when handling dysfunctional customer behavior on social media, and by a 

comparison of the studied organizations investigate reasons and underlying factors for 

their way of transferring knowledge. As a result we wanted the respondents themselves 

to describe how they work and how they perceive the reasons for doing so. Because of 
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this we mainly asked open questions, which allow the respondent to answer in any way 

they want (Bryman & Bell, 2011, p. 248-249). For example “How does the 

employees/you the employee know how to handle this type of situation?” and “What 

does the company do after an incident where customers attack other customers on 

social media?”. This format of the questions may also generate replies that we as 

interviewers had not contemplated (Bryman & Bell, 2011, p. 248-249). 

 

As our study is based upon a distinct context we consider it important to explain how 

we implemented this in our interviews. We cannot neglect the fact that some of the 

chosen companies, even though they are active on social media, might hypothetically 

never experienced a situation where there is a conflict in the C2C interaction. If 

companies have not experienced a situation similar to this, they might not have a plan 

regarding how they work with knowledge transfer in relation to this problem. If this 

should be the case, our analysis will further discuss the reasons behind this lack of 

strategies and what this can result in for the company. We therefore chose to include 

questions of how the companies shared knowledge when dealing with the more 

common situation where customers misbehave against the company, namely “In which 

social media has the company/you the employee experienced situations where 

customers misbehave towards the company?” and “What does the company do after an 

incident where a customer has misbehaved towards the company on social media?”. 

The results will provide a holistic overview of how the companies work with knowledge 

transfer in relation to customers misbehaving towards the organization. If any or all 

organizations have no experience of dysfunctional C2C behavior on social media, we 

have to approach their work with knowledge sharing from a different view in order to 

solve the problem and purpose of our study. If the organization has not experienced any 

situation where customers misbehave against other customers on social media, we 

cannot then investigate how knowledge is transferred when dealing with them. We 

therefore choose to look into how they are dealing with conflicts in the C2B interaction 

and how knowledge is transferred in these situations, to investigate how/if this can be 

further used when dealing with misbehaving customers in the situation that we are 

focusing on. 

 

In order to make sure that questions are easy to understand and not leading it is 

advisable to test the guide before conducting the interviews (Justesen & Mik-Meyer, 

2011, p. 50). As a result of this we tested the questions on people without relation to our 

study, as well as sending the main questions beforehand to the respondents and our 

thesis supervisor. This way we found out that there was no confusion regarding the 

sequence and phrasing of the questions. 

4.4.2 Conducting the interviews 
 

The companies have from the first contact been aware that this study was made by two 

authors, however one of the authors has been more responsible for the communication 

with the companies prior to the interviews. As the respondents were located in different 

places around Sweden we found conducting the interviews over phone most convenient 

for all involved parties. The interviews were done in 2013 mainly during week 14-15. 

Firstly we talked to the employee with a managerial position, since it was not until 

during that first interview that we got the contact information of an employee working 

practically with social media. This was the case for all but one organization where we 

got contact information to both respondents before the interviews. We found it 
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interesting to talk to the manager first and listen to this person’s point of view and then 

comparing it with the other employee’s point of view. Through this comparison we 

could see if the company’s decided routines of knowledge sharing, represented by the 

views of the manager, when dealing with situations of dysfunctional customers were 

followed or if the employees worked differently. 

 

During the interviews we decided that both authors were to be active in both asking 

questions and following up on the respondents’ answers. This was done in order to 

minimize the risk of overseeing something important that the other author might not 

have thought about. When conducting an interview there are certain aspects the 

interviewer should take into consideration. Firstly the purpose of the study should be 

explained to the respondent, as well as how the interview contains themes and how long 

the interview is estimated to take (Gillham, 2005, p. 31-32). As mentioned earlier, 

before each interview we sent our main questions to the respondents so uncertainties 

could be cleared out and so that they could feel prepared. We also explained through e-

mail the purpose of the study and the estimated length of the interview. Also any related 

questions from the respondents were cleared out via email and telephone. Still, we 

began each interview by asking if there was anything regarding the study that needed 

clarification just to make sure the respondent felt comfortable about the answers he/she 

was about to provide. 

 

An ethical aspect to take into consideration when conducting interviews is the openness 

regarding the study and the gathered material. For example how the recorded material is 

stored, analyzed and how it is used should be covered should be conveyed to the 

respondent. (Gillham, 2005, p. 31-32) Before we started we asked if the respondent 

desired to be treated anonymously and if he/she accepted that we recorded the 

conversation. We further explained that the purpose of recording it was so we could 

more easily access exact details of what has been said and that we would keep copies 

until the study is published. To have the conditions of the interview approved means the 

study is conducted with consent (Kvale & Brinkmann, 2009, p. 87). As all respondents 

were informed about the study via email and telephone communication and also had the 

opportunity to read our main questions before the interview, we could quickly start our 

interviews without further explanation of the research. 

 

When conducting an interview the interviewer should explain the theme of the main 

questions so that the respondent may get an understanding of the context (Gillham, 

2005, p. 31-32). As a result of this, after covering the personal background information 

of the respondent we clarified each theme before proceeding with the related main and 

follow-up questions. By the end of the interview is it advisable to control the interview 

guide to make sure all questions are covered, thank the interviewee for his/her time and 

to provide information regarding further contact (Gillham, 2005, p. 31-32). We 

followed this procedure and also included a finalizing question regarding if the 

respondent had any concluding remarks. 

 

It is common within qualitative research that the interviews may vary in terms of length 

(Bryman & Bell, 2011, p. 482). Prior to the interviews we had explained to the 

companies that the interviews would vary between 30-60 minutes. When we conducted 

the interviews, the length did also vary between 30-60 minutes where the content was 

relatively similar but the amount of comprehensive answers differed between the 

respondents. Another reason why the length varied was that during our second interview 
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within the same company we were already informed about the general situation so we 

were able to focus more on the main questions. That the interviews varied in length is 

not something we consider to have influenced our empirical data negatively as there are 

only minor differences between the interviews. After our interviews we considered the 

information we received valuable and interesting for our upcoming analysis. All 

respondents were polite and shared their opinions freely and when we asked for further 

explanations of their methods of knowledge sharing, they gave us interesting data that 

we can compare between the companies. We argue this further indicates that the 

previously mentioned interest of our study from the studied organizations to be high. 

4.5 Managing data 

4.5.1 Managing data from respondents 
 

After being accepted by the respondents, a recording of each interview by using a 

computer based software was done. The software was evaluated and tested several times 

before the interviews to make sure the quality and sound was at an acceptable level. We 

did not experience any problems and used the software during each interview. 

 

Before we started to analyze the content, a transcription (Bryman & Bell, 2011, p. 480) 

was done, where we wrote down everything that had been said during the interview. We 

found this to be beneficial to prepare for the analysis as we after each transcription got a 

better overview of what was said and not have to rely on or memory. Other benefits that 

have been acknowledge when using transcriptions of interviews is its possibilities of 

further examination of the conversation and decreasing the subjective interpretation of 

what people have said (Heritage: In Giddens & Turner, 1987, p. 238). 

After all interviews and transcriptions were done, we started to analyze the content in 

each interview to gain an overall view regarding if and how each company was working 

with knowledge transfer. After reading our transcription notes we started to analyze if 

we could see different patterns, similarities and differences. We are aiming to 

understand if and how organizations work with a codification and/or personalization 

strategy for transferring knowledge, when handling dysfunctional customer behavior on 

social media, and by comparing the studied organizations investigate reasons and 

underlying factors for their way of transferring knowledge. Because of this we were 

especially focused on all discussions that we could relate to our main subject. During 

this assessment we also found many key quotes that will be further highlighted in our 

analysis of the empirical data and discussion. By using quotes we can more easily 

distinguish between the respondents’ opinions and our own to make sure the reader is 

fully aware of who is saying what. As it was requested by some of the respondents to 

remain anonymous we will use fictive names for all persons and companies. The four 

companies that will be further analyzed in this study will from now on be called, 

company Red, White, Blue and Yellow.  
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Company Respondents Title 

Yellow 

 

Lisa Social media Channel 

Responsible 

John Customer Advisor 

Company Respondents Title 

White 

 

Peter Manager of Customer 

Relations 

Steve Customer Relationship 

Officer 

Company Respondents Title 

Blue Carl Project Manager 

Sophie Social media Customer 

Service Responsible 

Company Respondents Title 

Red Adam Competence Manager 

Emma Customer Advisor 

 

 

 

As the respondents are both managers and people working with support to customers, 

we will continuously highlight who is saying what to provide the best overview of each 

company. In order to organize our collected data from our respondents further, we used 

different themes that we are going to use for our upcoming discussion regarding the 

empirical data. These themes are “Misbehaving customers on social media”, 

“Knowledge transfer strategies” and “Reasons behind strategies” and they will be 

further explained in the next section. 

4.5.2 Structure of the empirical data 
 

As the study is done in Sweden our interviews were conducted in Swedish and the 

empirical material was then compiled and translated into English. The reader should be 

aware that this makes the content subject to our interpretation, which is especially true 

for the quotes we use from the interviews. However to the best of our knowledge quotes 

are translated literally and before publishing our study all organizations have been given 

the opportunity to object possible inaccuracy. The empirical data was sent to the 

organizations along with a set time-frame within which that they had to return if they 

wanted us to make alterations (See Swedish appendix III). After a minor change was 

done on their request, relating to the incorrect number of employees working in a 

specific department, we proceeded with the existent empirical data. In order to make the 

empirical data easy to understand we chose to present it structured under three themes, 

which are the same for each company. 

 

The first theme, “Misbehaving customers on social media”, will be based upon how 

each company work with social media and how they have perceived the situation where 

customers misbehave against other customers as well as against the company. We have 

chosen to include the situation where it happens against the company. The reason being 

that if the studied organizations only have a limited or none experience of situations 

where customers misbehave towards other customers we instead have to investigate 

if/how their knowledge transfer strategies when dealing with this behavior against the 

company, can further be used when dealing with misbehaving customers in the situation 

Table 1: Respondents and title 
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that we are focusing on. This will be further discussed in the second theme, 

“Knowledge transfer strategies”, where an explanation will be provided of how each 

company transfers knowledge, both overall as well as in relation to our chosen context. 

This is done in order to understand how each company works with knowledge transfer. 

When this has been clarified, we end the empirical investigation of each company with 

the third theme, “Reasons behind strategies”. Here an explanation of reasons for their 

way of transferring knowledge, again both overall as well as in relation to the context, 

will be provided. 

4.5.3 Structure of the analysis 
 

Based on the observations from the empirical data, this will be further discussed in our 

analysis where we interpret the information we have received. The analysis has been 

divided into five different themes that is developed so the transition should be logical 

from the discussion in the empirical data. The first theme is “Codification” that is then 

followed by “Reasons for pursuing the codification strategy”. Within these, a discussion 

will be provided regarding our interpretations of the companies’ methods that we relate 

to codification and further analyzing reasons and underlying factors by the help with 

theories. The same structure will be used for the third and fourth theme, 

“Personalization” and “Reasons for pursuing the personalization strategy”, where we 

instead focus on those observed methods we interpret to be in line with the 

personalization strategy. The analysis will end with the fifth theme “Codification and 

Personalization coherently”, where we instead of analyzing the usage of these strategies 

individually, further discuss when their usage is done simultaneously and interpret 

reasons for using them together by the help with our theories. 

By using these themes, the reader should find it easy to see the connections to both the 

theoretical framework as well as the empirical data. The aim with these themes is also to 

provide the reader with relevant knowledge before taking part of our final conclusions 

and recommendations. 
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5. Empirical data 

5.1 Company Yellow 
 

As previously mentioned company Yellow is working in the telecommunication 

industry and is also part of a corporate group. We have conducted interviews with one 

manager working primarily with PR (public relations) and social media and another 

employee working with customer service. The role of the manager is Social Media 

Channel Responsible and she has worked with these tasks since 2012 but has been in 

the company since 2008 but previously with other responsibilities. This person will 

from now on be called “Lisa”. The other employee in company Yellow has been in the 

company for seven years as a Customer Advisor and is working with helping customers 

via phone, chat, email and social media. This person will from now on be called 

“John”.   

John is part of the group of ten employees in the customer service that works with 

answering questions and comments on social media. Working on a rotating schedule 

two employees are handling support and customer related questions on social media on 

a daily basis. 

5.1.1 Misbehaving customers on social media 
 

According to the manager Lisa, company Yellow is today using four different social 

media websites, namely Facebook, Twitter, Google+ and Instagram. Lisa and John 

explained that the main focus lies on Facebook, which Lisa said is due to its size and 

popularity and that the company has most followers on this platform. She further 

explained that the company also perceives their target segment to be more active on 

Instagram compared to Twitter and Google+. 

 

Lisa and John further explained that those ten employees in the customer service that 

works with answering questions on social media have a system to monitor everything 

that is said about the company in social media and other websites. They further 

mentioned that the employees do not actively work on the other websites but they at 

least read comments and follow discussions. The monitoring is done continuously on a 

daily basis and when the employees are answering questions on social media, they can 

log into this system and afterwards check that they have solved any issues. 

 

Lisa explained that company Yellow has experienced customers misbehaving first and 

foremost against the company in their social media channels, the differences is how this 

behavior is expressed. On channels where the customer knows that the company is 

present the behavior can differ from other channels where the customer may not be 

aware that the company follows the discussion. According to Lisa, it differs as in those 

channels where the customer for example may not be aware that the company is 

reading, the comments can become more directed against the company. 

 

According to Lisa and John, in terms of dysfunctional customers in the C2C interaction, 

the company has not experienced any particular situation where this has been present 

more clearly. On the other hand, Lisa experienced the situation where customers help 

each other as more frequent. If these situations happen where customers misbehave they 

can for example be seen in a more “friendly” way. Lisa explained these situations as; 
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“Sometimes a customer is very intense and sends a lot of questions and then another 

customer jumps in and says “I had enough! Stop with your childish behavior”.” 

In terms of misbehaving customers, the company is, according to Lisa, facing more of a 

hatred against the company and the employees, rather than towards other customers. As 

a result, the situation with customers attacking other customers is therefore not 

considered a major problem for company Yellow. However, she was clear to point out 

that previous situations where a customer has behaved in more of an impolite way 

against another customer, has not been unjustified. She further explained it like this; 

“These situations do not start with a customer just being rude to another customer 

without reason, they instead are based upon the first comment. In situations where a 

customer for example write “But now you are an idiot” to another customer it is usually 

based upon what the first person wrote which other people find annoying. Sometimes 

these comments can even be justified”. She also explained that other customers may get 

ahead and answer a comment before the employees do. This leads back to the situation 

where customers instead help each other which, according to her, is more present than 

customers behaving badly towards each other. This was explained as; “Many of those 

that visit our web page are instead helping and supporting each other. So we do not 

experience this hatred between customers, they instead hate us and say mean things to 

us. In 99% of all situations where mean comments are present it is more directed to us 

than towards other customers”. Lisa further explained that this is one negative thing 

with social media that many people tend to be extremely negative. John shared this 

opinion as he explained that; “When looking at Facebook in general, there is a lot of 

rubbish that people write. There is also if you look at most companies’ pages, this 

website is almost functioning as a place for bullying and write mean things to 

companies. It is almost like shooting yourself in the foot by being on Facebook as a 

company”. 

 

Lisa explained that if there are any uncertainties of how to respond to a comment or 

how to manage a situation on social media, the employee can get in touch with her for 

help. John also confirmed this as he explained that even though most questions can be 

dealt with by their own knowledge from their internal education and experience, should 

an employee be uncertain, they simply send an email to for example Lisa to clarify any 

issue. John further explained that, in general, since it is a small group that works with 

social media and that they are working closely together, this creates discussions every 

day on how to respond to comments and exchange ideas, which also contribute to the 

perceived security that everyone works together as a team. 

 

Regarding the situations where the employees are uncertain, Lisa explained that; “As 

these situations are not that common and where the support needs help, we do not 

really have any decided strategy for dealing with these situations but instead handles 

them from situation to situation”. Company Yellow also has written guidelines that 

communicate an overall view of how the company should be and act towards the 

customers which also includes that any form of example racist comments, should be 

further sent to the management. Lisa however further explains that everything cannot be 

covered in rules and guidelines and most comments is focused on support or customer 

questions. 
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5.1.2 Knowledge transfer strategies 
 

As the company had not experience any real situation where customers misbehaved 

against other customers, we further asked questions on how they dealt with the situation 

when customers attacked the company, to understand if and how they worked with 

knowledge transfer. 

John said that since the number of employees are relatively few, they work close 

together. He further said that should an employee therefore feel insecure, this closeness 

makes it easier to share information and knowledge through verbal communication. It is 

almost like meetings every day in his opinion; “You ask each other all time, for example 

if I have written an answer I can check with my colleagues what they think, in that way 

you develop many answers together”. Lisa however thinks that this is not something 

unique for those employees working with social media but is also the common routine 

in the customer service overall. There are however other written documents for sharing 

knowledge between the employees in their work. According to Lisa, every answer that 

is posted on social media is stored in a database which mean an employee can go back 

for example two years and see how other employees have answered and dealt with 

situations. However, the use of this appear to be limited, Lisa said that; “I do not think 

that it is used that much, the knowledge is instead something I have and in the 

documents I develop”. Lisa explained that these documents are for example developed 

to function as FAQs (Frequently asked questions) that involves how to solve different 

situations that might happen. In general, information and tips on how to respond to 

comments is never stored according to her. John said this database was basically never 

used and thus confirmed this low usage of the database; “As you have a customer 

service education, you should be able to answer questions that are sent in. Are you 

insecure you can just ask the others in the group or send an email to those responsible, 

so even though there may be an answer to your question in the system further back, it is 

just easier to ask the closest colleague that most likely know what to do”. 

 

According to Lisa being part of a larger corporate group, meetings are also conducted 

regularly where representatives from the companies participate. She explained that 

different subjects and problems are discussed every other month during these meetings. 

However, these subjects, such as how different activities have turned out, are not 

limited to each company’s work with social media but involve a large amount of 

different topics. Lisa further explained that during these meetings, as there are many 

participants, there is a limited time to go into detail in every discussion. Therefore 

communication besides these meetings was done with other colleagues that worked in 

similar companies in terms of segments, activities, problems and solutions, to discuss 

for example media related questions according to Lisa. 

According to John, when they are answering questions and comments on social media, 

they are encouraged when they have written a particularly good one. He further 

explained that this is also afterwards sent to all the other employees working with social 

media. Should the management on the other hand feel that something can be done 

better, this is brought up during meetings that are done two-three times every year. 

 

Company Yellow had not experienced any real situation where customers misbehaved 

against other customers. We then further asked whether the company had strategies for 

knowledge transfer in relation to dealing with these situations if they would happen. 

This was done in order to fully understand the company’s view of the situation and their 

work with knowledge transfer in relation to this context. Lisa explained it as; “The 
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strategy would then in that case be a bit vague, there is nothing that says, if this happen, 

you should do it like this. The evaluation of situations is instead from situation to 

situation”. However, there have been discussions regarding how to standardize the 

knowledge transfer further. As employees are exchanged in the customer service, a 

development of a three scenario document has been up for discussion. However, 

according to Lisa, this has not been developed so far as they do not really perceive to 

require such a document as these situations are not that common. 

5.1.3. Reasons behind strategies 
 

According to Lisa, the database that is available to the employees can be used to see 

how employees have answered and handled situations previously, meaning they have an 

opportunity to learn from each other. 

 

Employees are further led by guidelines which are used to communicate the general 

approach on how the company should be and act against customers according to Lisa. 

She explains that this is further complemented by documents that are developed by her, 

which answer how to manage different situations. According to Lisa these documents 

include both common questions that different situations might bring as well as answers 

on how to proceed. On the other hand, John said that as most questions are generally 

considered to be similar to each other, thanks to the education you get in the beginning 

you recognize most questions and how they should be dealt with.   

 

Should the employees however feel insecure regarding a situation on social media, Lisa 

explained that she is available for support if necessary. She further explained that 

employees feeling insecure, “probably rather asks for help then proceed on their own”. 

As most questions to the customer service are more related to the company’s products 

and services, answering on social media can be a bit different according to her, “I am 

not saying that you are nicer when answering on social media but it is more people that 

will see the answer compared to an e-mail between two persons. I can therefore help 

with how to formulate an answer or similar things”. John also explained this when he 

described how he dealt with challenging situations. He said that most situations are 

dealt with by common-sense, but the managers are available if something needs 

clarification. Generally, most problems can be dealt with by discussions that is done 

continuously every day within this small group where the employees share knowledge 

and ideas, which John thinks can be explained due to the intimate working structure. 

 

As previously mentioned, there is also an exchange of information and knowledge 

within the corporate group. These meetings are done to address good and bad things that 

the participants want to talk about and discuss according to Lisa. She further explained 

that, the companies can therefore learn from each other and exchange ideas. 

John further explained that the meetings that are done with this group that works with 

social media and managers are done to discuss what has been done previously and what 

things that can be done better. As John also mentioned, to encourage and learn from 

each other, the company also has this routine of sending out email to the entire group if 

there is a situation that should be particularly pointed out and how it has been dealt 

with. 
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5.2 Company White 
 

Company White is active in the telecommunication industry. We have interviewed the 

Manager of Customer Relations, from now on referred to as “Peter”, who has been 

working in the company for ten years, always within the customer service in managerial 

positions. This person has been active with the current role, relating to social media and 

complaints, since 2009, and is responsible for a team of 15 people, where about six 

people work with social media. They are divided so that three-four people handle 

different tasks during specific days or weeks, and after this time the tasks are changed. 

Further, we have also interviewed a Customer Relationship Officer who we call 

“Steve”. He has worked in company White for 11 years, first with customer service and 

during the last six or seven years with the current title. Steve handles customer 

relationships for example via social media. Generally the people working more towards 

social media spend 75-80% of their tasks doing so. 

5.2.1 Misbehaving customers on social media 
 

According to Peter and Steve, company White is active on the following social media; 

Facebook, Twitter, the forums Minhembio and Sweclockers, as well as on their own 

web-page via the company blog. Further they say that the social media channels which 

they use most frequently and have the most communication on are Facebook and 

Twitter. Peter considers the reason for this to be because users are the most active on 

these channels. 

 

Peter explains that as what the social media employees write is public, more so than if 

they speak individually to customers, the people working with social media are of a 

writer nature and get internal as well as external training. He further explains that these 

employees are responsible for conducting search-engine monitoring in order to find and 

help customers with problems that are writing on non-organizational platforms. This, he 

says, is not done by using a specific tool, any industrial monitoring tools, rather the 

employees rely on Google, blog search, etcetera. 

 

According to Peter, company White has experience from misbehaving customers on 

social media, where customers attack the company or their advertising. This was also 

acknowledged by Steve who said that it had happened that customers misbehaved 

towards the company. Further both Peter and Steve explain that these less appropriate 

comments have been mainly on Facebook and Twitter. Peter believes this is due to the 

fact that these are the major social media channels and as this is where people interact 

there will be a variety of people with different values, which is reflected in their online 

behavior. 

 

When it comes to dysfunctional behavior in the C2C interaction, Peter explains that 

company White does have certain experience. Further he says; “It does happen, but I 

believe the balance is quite decent. If somebody disagrees it is usually by the use of 

factual comments, I do not agree and so on, or that they debate. It is very uncommon 

that somebody enters and is unpleasant or talks down to somebody, but of course it 

happens”. The description given by Steve is that it does occur that customers misbehave 

towards other customers and that this is more frequent on Facebook as they have many 

followers on that channel. According to Peter, customers behaving badly towards other 

customers is not perceived as a major problem, however it is acknowledged as a current 
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issue. They do not have guidelines for this scenario and Peter says; “On our web-page 

we have a netiquette, which is where we officially state our position regarding social 

media, so that all customers can see our standpoint regarding this issue, but we of 

course we could expand this netiquette further.” Steve mentioned that they frequently 

refer to this netiquette if they feel that the voice of the discussions is not optimal and 

that this has been a good way of getting the customers to follow the rules. According to 

Peter, certain scenarios that the company has not experienced, like the issue where 

many customers attack one or a few customers on social media, has not yet been 

documented. Steve believes that in the scenario where customers would misbehave 

towards other customers and the flow of information would be larger the dialogue 

would be cut. 

 

According to Peter, in the case where the discussion is violating company White, 

employees then asks the users to remove the post and if they do not the company 

removes it themselves. He further describes that when this is done by the company the 

author of the comment is notified. As both the post and all comments have to be 

removed together, the company only removes posts if they are heavy violations. Steve 

also mentioned that they emphasize the importance of behaving factually but that they 

have the option to block users, which has happened on occasion. According to Peter 

they aim to pursue their developed ethical guidelines and forms for social media. If it is 

something clearly illegal or heavy violating, the customer service can remove it 

themselves, based on the company’s guidelines. Steve describes that this is something 

which is done continuously in the day-to-day operations and that their decisions are 

based on the guidelines but their common sense is what they rely mostly on a daily 

basis handling social media. Otherwise the decision to remove posts is taken by Peter, 

who explains that this is also the same procedure taken if the author is violating other 

customers. According to Steve, if someone working with social media is unsure how to 

handle a situation, that person discusses this with the other employees. There is as he 

phrased it “a closeness”. He further explained that if this does not solve the issue they 

contact a person responsible for social media. 

5.2.2 Knowledge transfer strategies 
 

The sharing of knowledge in company White is according to Peter “continuously 

existing”, further this person says; “It is very difficult to have general guidelines, saying 

that some posts should always be removed, it is not so black-and-white. And we try to 

get the authors to remove the post themselves before we go in and do anything. If the 

person removes it we do not have to take action. So it is very much that we talk about 

the incident”. Further he says that the social media team has group meetings, morning-

gatherings and every Friday they have a summary of the week and planning of the 

upcoming week. Peter mentioned that these meetings also have an educational approach 

where the staff can gain an understanding of how to write and act on social media. Steve 

says there is a communication option in the social media tool but that they use more 

simple forms such as talking and emailing when communicating. 

 

According to Peter, the social media staff has access to the same information-system as 

the customer service where there are thousands of articles and information. Peter and 

Steve explain that this information-system contains information regarding the customer 

service, the products and services, guidelines for how the employees should act in 

certain scenarios and on certain channels. Steve explains that this information-system is 
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used by the whole company and not exclusively by the social media team. He also says 

that there is a separate system for handling social media issues. Further Peter says that 

there are very few questions the social media team receive that does not already have 

related information stored in the information-system and that in situations where an 

employee has had a problem that was difficult to solve, standard replies are created. 

About generating new information Peter says; “It is maybe one time out of a hundred 

where we have to invent something new and we then spread this information by 

including it in the information-system, which the whole customer service has access to. 

This way the people working with telephone support for example has the same 

information”. Peter explains that the adding and updating of information in the 

information-system is not done by the employees, but by the people responsible for the 

specific product or the person responsible for the concerned division. Steve says that 

situations that were handled in a particularly good way are noticed in the group and also 

mentioned in weekly reports that are sent out to the social media team. 

5.2.3. Reasons behind strategies 
 

Peter explains that the rotating schedule for tasks for the team of 15 is done so that 

knowledge is turned over and shared. In order for company White to maintain 

competence and not let other areas of expertise fall behind, the employees working with 

social media are also rotated every now and then. 

 

According to Peter, the social media team talks about incidents in order to spread 

knowledge. He says this is done so that knowledge is “spread there and then”, further 

this person says; “It is also very much about exchanging ideas and thoughts before the 

incident and not after”. Further he explains that during the morning-gatherings, group 

and Friday meetings recent and relevant events are discussed. Peter also says that 

usually the incidents with customers behaving badly are not discussed, as the staff 

working with social media follows the same procedures and guidelines as the customer 

service. When it comes to the educational approach of these meetings this is done in 

order to infuse rational thinking with the employees, according to Peter. He also says 

that knowledge being spread by talking in these meetings is, rather than informational, 

more related to how to act and what sort of behavior to respond to. 

 

Peter explains that the social media team does not create a specific information package, 

they follow the set guidelines. Further, he says that as they use the same information-

system as the customer service, containing thousands of items relating to customer 

queries, the social media team has good conditions when it comes to access of 

information. As Peter puts it; “It is not that we do not spread information and so on, but 

we have very good conditions as a lot of the information is already available”. Peter 

explains that occasionally they create standard replies, for difficult situations, but as the 

same questions are frequently occurring, it is rare that a discussion is needed regarding 

how to reply. Further he says that to ensure quality, new or changed information in the 

information-system is always done by the people responsible for the product or division 

in question, not by the employees. Both Peter and Steve mentioned that the reason 

behind using the information-system is firstly so that the customers should get the same 

treatment and information regardless of which channel he/she is using to contact 

company White. Since all employees have access to the same updated information, this 

system is as Peter puts it “a tool for ensuring quality”. Another reason according to 

Peter is that work can be conducted more effectively. He further explains that there is 
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constantly new information, regarding new products and services and so on, which the 

employees should be aware of and when they know this information is available in the 

information-system, there is no need for continuous meetings. 

5.3 Company Blue 
 

This company is also working in the telecommunication industry and is part of a 

corporate group. As in previous organizations, we have conducted two interviews. One 

interview has been conducted with a Project Manager for social media focusing on 

private customers. This manager will from now on be called “Carl” and he has worked 

in the company for 27 years but previously with other tasks and responsibilities. His 

current responsibilities when working with social media is something he has worked 

with since 2012. 

The other interview was done with another manager working both strategically and 

practically with social media. This person, Social Media Customer Service Responsible, 

will from now on be called “Sophie”. She is working with customer relations, 

communication to media and is also responsible for Twitter and the customer service on 

social media. She has been working with these tasks for two years and has been 

employed with the company since 2007. 

In the company, there are five managers working with tasks that are related to social 

media. They are further complemented by approximately 20-25 employees from the 

customer service that has been selected due to their competence to express themselves 

well. They work on a rotating schedule where there are 5-6 employees present every 

day. This way different competences are covered. 

5.3.1 Misbehaving customers on social media 
 

According to Carl and Sophie, social media that the company is currently using are 

Facebook, Twitter, a blog and LinkedIn. Carl explained that the purpose of each channel 

is a bit different where Facebook for example is more used for information and news 

compared to Twitter that is used more towards customer service. According to both Carl 

and Sophie, the company has experienced customers misbehaving in more or less all of 

these channels against the company. They are also both of the same opinion that this 

behavior is considered to be more common on Facebook, which Carl thinks can be 

dependent on the popularity of this social media. 

 

Regarding the situation where customers misbehave against other customers, Carl 

explained it like this; “It is not that common, it feels like it happens sometimes. In some 

situations you get the impression that the tone is getting harder and people are a bit 

rude and sometimes almost illegally rude to each other”. He further explains that this 

has only happened on a few occasions, and that it has been easiest to see on Facebook. 

Given the fact that this social media makes it so easy to comment and a thread can 

develop fast. According to Carl this should however be a bit self-regulatory, as most 

people on Facebook comment under their own name, they should therefore be a bit 

cautious and aware of what they are actually writing. According to Sophie, she has not 

experienced any major incident of this kind but some smaller ones; “We have not 

experienced any major situation, thank god! It has happen sometimes that we have to go 

into discussions between customers and remind them to watch their language. I have 

seen other companies that have experienced it further, I think it was H&M that they 

talked about on the news”. 
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In contrast to the situation where customers misbehave against other customers, which 

are considered more seriously, the company is more generous to receiving negative 

comments that is directed towards the company. Carl explained it like this; “There has 

to be quite a lot of offensive content if we are going to delete a comment that is written 

towards us as a company. They can basically call us anything they want, but if they use 

a language that is considered highly offensive, we will delete it”. Carl further says that 

in other cases where this happen they can also put their foot down and refer to the 

decided rules of the web site. 

 

When this misbehavior occurs against other customers, this is something the company 

looks more seriously on according to Carl. The company will not tolerate this when 

customers are rude to each other, as this becomes more of an attack on an individual 

level, an opinion that is also further shared by Sophie. Carl explained their approach to 

these situations as; “We will look at each situation individually but the people working 

with social media have such a good judgment, the dealing of these situations becomes 

more from case to case. Sometimes it is simply enough that an employee take on the role 

as a “parent” and say “kids” stop with this behavior”. Sophie is of the same opinion 

and further emphasis how they use their guidelines, “Every situation differs from the 

other, I want to emphasize that it is people we deal with. Guidelines are still guidelines, 

so we have to look at each customer and situation individually”. Carl further explains 

that the employee can also explain that this behavior is not OK and refer to the decided 

rules or in worst cases hide the comment or delete them completely. 

5.3.2 Knowledge transfer strategies 
 

According to Carl and Sophie, the internal group of five managers, have a meeting once 

every week to discuss the latest week and what is going to happen in the upcoming 

weeks. 

Sophie is also having a meeting every other week with employees from the customer 

service where Carl is invited to participate. She further explained that instead of having 

a relatively long meeting every other week, it can be better to meet during a shorter 

gathering every week to discuss these issues. Due to the rise of social media that has 

happen compared to when they began with this new platform can make it necessary to 

meet more often according to her. 

 

According to Carl, there is an exchange of information and knowledge between these 

two groups. He further explains that, if for example there is a larger activity planned, 

internal documents of questions and answers are developed as well as general 

descriptions of the activity that all employees working with answering on social media 

have access to. This is then shared in written form in terms of e-mail or uploaded on a 

collective storage that everyone has access to according to Carl. To further inform and 

also encourage the employees, Sophie explained that after an employee has dealt with a 

situation in a good manner, this is sent to both other managers as well as the other 

colleagues working with social media. 

 

Carl and Sophie explained that, to guide the employees working with social media they 

have also written down rules that have been decided that the customers must follow 

when they are writing on their page. They further mean that these rules can therefore be 

used to evaluate situations. Sophie further explained that guidelines, that are developed 

all the time, are available to the employees and that these guidelines can be developed 
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both before anything happens and also afterwards. Sometimes the guidelines have to be 

changed dependent on how a situation has evolved according to Sophie. Should the 

employees however feel insecure on how to deal with a situation, out of the group 

consisting of five managers responsible for social media, both Carl and Sophie explain 

that they are persons the employees can contact. Sophie explained that she finds 

closeness between the team members extremely important, which she also perceive to 

be the case in company Blue’s team working with social media. The employees can 

even communicate during nights and weekends if necessary to address any issue 

according to her. 

 

According to Carl and Sophie, the employees working with social media have a system 

available that is used on a daily basis. They further explains that this can be used both to 

answer customer questions and monitor if new comments are posted as well as ask for 

help if necessary. According to Carl, should the employee ask for help a mail will be 

sent from the same system. He further explains that this will be sent to for example 

Sophie and after being updated on the situation and the problem, she can either write 

suggestions, answers or comments if she wants to clarify something internally. 

 

According to Carl, when new employees start working with social media, they go 

through an education to prepare for the including tasks. He further mentioned that one 

part being how to manage “difficult” customers. Carl also said that there is no 

distinction whether this would happen against the company or against other customers 

during the education, as situations like these are more dealt with by common sense. He 

further explained that those people that start working with social media are recruited 

internally, as they have previously shown their competence of dealing with customer 

questions by phone. 

 

Should there be a situation affecting the company that can be considered out of the 

ordinary, the company has a department working on particularly complicated situations 

according to Carl. He further explained that after these incidents, everything is 

thoroughly documented to make sure this will not happen again. This is also afterwards 

shared within the customer service and technological departments or those responsible 

for the product. This detailed information is not something the employees working with 

communication on social media needs to know according to Carl. Sophie also explained 

that after an incident quite recently that happened on social media that were considered 

a larger problem than the common situations they experience on a daily basis, were 

thoroughly documented. 

 

Carl and Sophie further mentioned another communication tool that is used internally, a 

chat where the employees can send questions to each other and get fast answers. One an 

external level the company has also meetings with the corporate group every other 

month to discuss interesting topics and questions according to Carl. 
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5.3.3. Reasons behind strategies 
 

According to Carl and Sophie, when this group of managers have their meeting every 

week, besides the normal planning and talking about improvements that can be done, 

problematic situations are also discussed. Sophie also explained that the company look 

continuously how other companies are acting and managing situations on social media 

that are discussed during these meetings. She further explains that; “We also look at 

trends and what is going on social media, when that situation happened for H&M, we 

sat down to discuss the situation and our perceptions about it”. This is done in order to 

learn from other situations that can later also be communicated and shared internally 

according to Sophie. 

 

Carl further explains that these meetings are also used to provide an opportunity to 

ventilate thoughts about problematic situations. As the mean comments are primarily 

directed at the company and employees rather than other customers, according to Carl, 

they talk about questions like these internally. When receiving negative comments 

directed towards the company and employees, Carl said that; “Of course we talk about it 

and obviously thinks it is tough. It does not matter how professional you are, you still 

take it a little privately as well”. 

Besides this verbal sharing after problematic situations, no documentation is done 

according to Carl. He further explains that, it is part of the professionalism of working 

with customer service to be able to judge situations to situations. It is therefore only 

experienced customer service employees that are qualified to work with social media 

according to Carl. 

 

He further explains that there is an exchange of information and knowledge between 

these five managers and those other twenty employees working with customer service. 

Carl also mentioned that if there should for example be anything special planned, this 

exchange is to make sure all employees working with social media have access to all the 

necessary information. To guide the employees when they are managing and evaluating 

situations, the company also has developed established rules that the customer must 

follow when they are commentating on their page according to Carl and Sophie. When 

describing the process if an employee faces a challenging situation on social media, they 

mentioned that the employee can either simply talk to the relevant manager or use the 

system that they are using to answer questions in, to send this topic for counseling. This 

system is also further used in the daily work to monitor if new comments are posted on 

social media according to Carl and Sophie. Sophie also mentioned that e-mails are sent 

out when an employee have dealt with a situation in a good way, this is done both in 

order to praise this individual’s work but also to share knowledge of how the situation 

was managed with the other colleagues. 

 

Should the company have to deal with a complicated situation that is not that common, 

a department that works with questions like these goes in according to Carl. He further 

explained that, after these incidents, a full documentation as well as sharing knowledge 

internally to the right departments is done. This is done in order to figuring out what 

caused the problem to make sure it will not happen again according to Carl.  

Sophie described that recently the company experienced a problematic situation on 

social media that escalated quickly. This involved a large amount of negative comments 

directed towards the company and according to Sophie their work during and after the 

incident is valuable if it should happen again. She explained that; “It is impossible to 
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stop the spread of comments, instead you have to have a dialogue with the customers in 

which you communicate clearly and always act fast. This was all documented from this 

situation and is now something I use as an example in both internal courses as well as 

when I talk to other companies”. 

 

Carl and Sophie mentioned that besides these strategies for sharing knowledge, the 

company is also using their chat based system for sending fast questions to each other 

internally. Carl uses it on a daily basis if he wants to discuss for example different 

projects rather than sending an e-mail. To get further insights externally, the meetings 

within the corporate group is done in order to address interesting questions, tell each 

other about successful projects or talk about what they have learned after different 

activities according to Carl. He further explains that this is done in order learn from 

each other’s solutions and take advantage that the company is large and established in 

many countries. 

5.4 Company Red 
 

Company Red is an electric utility service provider. The manager we spoke to, whom 

we will now call “Adam”, holds the title of Competence Manager. He has worked in 

company Red about a year and has previous experience from working with social media 

with another company. Adam is responsible for a team handling customer service and 

taking care of the customers of company Red. He explained that, in this team, ten 

employees handle social media which are responsible for all posts on Facebook. Besides 

from this they also handle chat and phone support. The people working with social 

media and chat are selected based on their interest in social media as well as their ability 

to construct posts and to express themselves in writing. Further, we have also 

interviewed an employee with the role as a Customer Advisor, from now on known as 

“Emma”. She has been working with the company since 2005 and she handles 

customers via Facebook and over the phone. Emma is one of the ten people at company 

Red who works with social media. Adam and Emma describe that posts are monitored 

every weekday for two hours, one in the morning and one in the afternoon. 

5.4.1 Misbehaving customers on social media 
 

When it comes to social media Adam explains that company Red is currently only 

active on Facebook, but they are about to include a forum, called Kundo, where 

customers can give comments, suggestions and grade the company. Further he says that 

they would like to include Twitter and other channels and that they aim to be; “the very 

best electric utility service provider within social media”. Adam explains that a person 

from their Marketing Department was the key player and reason behind introducing 

Facebook as the starting point for their social media channels. As the activity grew she 

assigned the work with Facebook and customer queries to the customer service. 

 

According to Adam, company Red has certain experience from misbehaving customers 

on social media, where customers are aggressive or threatening. He says it does not 

happen often and that they have not had to report any incidents to the police, but that 

there were incidents where the Security Department of company Red had to be involved 

in order to solve the issue. Emma says customers behaving badly towards company Red 

is not something she has experienced. She explains; “Of course they write that they 

dislike us and things like that, but it is not something which we had to remove or handle 

in a specific way. We just write an answer or a treatment”. There has not been an 
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incident where she had to remove a post or tell the customers that they behave 

inappropriately. For difficult scenarios she explains that they consult the manager or the 

Security Department, but that they also have the authority to remove posts themselves. 

The social media group initially received training where they learnt how to construct 

answers as well as how to deal with certain scenarios, however not with examples 

relating to aggressive or threatening customers. Adam explains that how these scenarios 

would be handled is an assessment from the employee’s point of view, based on the 

routines of company Red. He mentions; “This is an official media and we do not intend 

to act as the police, but if someone is very threatening or violating or such, we remove 

the post, but it has not actually happened that often”. Further, he concludes; “The 

customers own our Facebook page and we are simply just taking part in their 

discussions”. He also mentioned that regardless if comments are positive or negative the 

company has to act fast so that unreplied comments are not accumulated. 

 

When it comes to dysfunctional behavior in the C2C interaction, Adam says it can 

happen that customers are aggressive towards one another. He explains that they have a 

code of conduct for their customers regarding what they cannot say and how they may 

express themselves on Facebook. Regarding when customer discuss with one another he 

says; “Sometimes they can cross the line and then we really have to monitor so they do 

not violate each other. But I do not think it has gone that far, but of course people can 

have different opinions, that is for sure. We continuously monitor and it has happened 

that we did remove posts that are inappropriate”. Adam points out that those scenarios 

with customers behaving badly towards the company are more common. Emma says 

she has not experienced people behaving badly towards each other per se. It is as she 

puts it; “Not a bigger problem right now”. She has seen customers writing that they 

disagree with one another and their own opinions, but not that they have attacked each 

other. There have not been scenarios where they had to step in. If this was to happen 

Emma says; “I do believe we would act on this. We want a forum where people are nice 

to each other”. 

 

Adam mentioned that company Red does not have strategies to handle a scenario with 

dysfunctional C2C interaction on social media where the flow of information is larger. 

He mentioned; “Social media is a young media and it is difficult to know how to handle 

all situations which you do not even know that they can occur”. Further he believes that 

if this scenario was to happen they would solve it by discussing there and then and 

perhaps they would also be forced to seek out legal advice or the assistance of 

communicators with key strengths. 

5.4.2 Knowledge transfer strategies 
 

When it comes to sharing knowledge in company Red according to Emma the social 

media group continuously discuss. As she puts it; “We communicate all the time”. These 

discussions are informal and happen mostly via e-mail but sometimes also in person. If 

they have difficult issues they may also contact other departments. Adam describes that 

the social media staff either contacts him or a colleague to discuss before responding. 

Further he says that he and one other person usually follow the responses and if there 

are really good ones he e-mails positive feedback to everyone. For situations where 

customers misbehave towards the company or other customers, Adam explains that 

when it occurs these issues are heavily discussed and that emails are sent regarding how 

to handle the situation. There is an internal dialogue and as all customer advisors are 
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based in the same city, they can easily get together if an issue needs solving. However 

Adam says that mostly this communication is email based and that no formal 

documentation is done regarding how the situation was handled. Regarding routines, 

Adam describes that the social media staff have written guidelines regarding how to act 

and what methods for internal contact there is. Emma says that they have material 

which they use on a daily basis, for example relating to contracts and prices, and that 

they have extra material to be able to handle issues on Facebook. 

5.4.3. Reasons behind strategies 
 

According to Adam the social media team work on a rotating schedule so different 

people monitor the posts on Facebook. Further he says that they are currently 

investigating how they internally can work with social media in the smartest possible 

way, meaning that all staff has access to real-time information regarding all channels. 

 

According to Emma the reason why the social media group discuss via e-mail is to get 

input according how to deal with situations on social media and to get advices from one 

another regarding how previous issues were solved. When the employees are unsure 

how to handle an issue, advice is most commonly sought via personal contact. The 

employee talks to a colleague and Adam concludes that; “This is the way we want it, 

that responses are generated through discussion”. Regarding emailing when an issue 

has been dealt with in a good way, Adam describes it as; “All can take advantage of the 

reply and this way know approximately how we act in certain scenarios”. However, 

Emma feels the need for regular and scheduled meetings where the social media group 

can meet in person to discuss, as the activity for company Red on social media is 

growing. 

 

Emma says that their available material is more of a factual nature rather than 

functioning as guidelines regarding how to act in certain scenarios. Adam concludes 

that; “We have not developed and taken part in different cases more than by 

communicating a lot internally between ourselves to see how this specific issue is 

solved. This way there is kind of a constant education taking place as new experiences 

happen all the time”. He also points out the fact that company Red takes pride in 

offering personalized replies to the customers, rather than standard-replies. Emma says 

an information-system is not something she felt the need for but as she reflected, it 

would be a good idea. As she puts it; “You have to go back and check previous posts 

and previous replies, which can be difficult to find. As the questions are similar it can 

be good to know how we previously replied”. 
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6. Analysis 
In this chapter we will, based upon the purpose of this study, analyze the empirical data 

together with the theoretical approach in order to understand if and how companies 

work with a codification and/or personalization strategy for transferring knowledge 

when handling dysfunctional customer behavior on social media. We will further by 

comparing the studied organizations, search for similarities and differences to 

investigate reasons and underlying factors for their way of transferring knowledge. The 

analysis is divided into three themes, Codification, Personalization as well as a third 

theme where we analyze the use of these two strategies together, Codification and 

Personalization coherently. 

6.1 Codification 
 

In our empirical findings, we have seen that the companies are using methods to share 

knowledge that we relate to the codification strategy. In this study, all companies except 

company Red use some sort of database and/or information system. Codification is 

related to transferring knowledge via tools (Hansen et al., 1999, p. 107-109; Jonsson, 

2012, p. 144). In our interpretation such a tool can be a database as according to Boh 

(2007) storing knowledge in databases is considered to be part of a codification strategy 

(p. 30). We therefore interpret the use of the database in the studied companies, as being 

in line with a codification strategy. 

 

Compared to company Yellow, we interpret that both company White and Blue appear 

to use their databases more frequently. We interpret this higher usage as an indication 

that these companies rely further than company Yellow on this codification method, 

meaning that they are further focused on making knowledge reusable and independent 

for future situations. According to Boh (2007), the use of a database was found to be 

beneficial as a means to find information as it was difficult to get in contact with the 

right colleagues due to the large size of the company (p. 37,48-52). As the studied 

organizations work in relatively small departments and groups when it comes to social 

media, we interpret the use of a database to be explained out of other reasons. These 

reasons could be for example, as described by company White, very few questions the 

social media team receive are completely new, meaning that most questions are stored 

or have related information in the available information-system. Looking at the other 

companies, their use of the databases is also based on the availability to go back and see 

the structure of previous answers. We further interpret that the use of a database to store 

and share knowledge to be in line with a codification method, which allows for 

reusability and making knowledge independent (Hansen et al., 1999, p. 107-108), since 

we interpret that the database would allow this. The way we see it this therefore makes 

knowledge available to all employees and not only possessed by the person that wrote 

the initial answer. This could mean that other employees could use this stored 

knowledge in similar situations that they might run into. In contrast to the use of a 

database we have also seen other methods to share knowledge which appear to be 

similar between the organizations that will now be discussed and analyzed. 

 

Other methods that have been worked with in the studied organizations include different 

texts and documentation available to the employees. For example, in company Blue, a 

thorough documentation was done after one incident on social media that is today used 

both for educational purposes and guidance if a similar situation would happen again. 

Documents and other guidelines that help the employees have also been observed in the 
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other companies as well. As the codification strategy involves converting knowledge 

into for example text, rules and procedures and other documents (Desouza & Paquette, 

2011, p. 179; Boh, 2007, p. 30), we interpret the use of documents and guidelines like 

these to be in line with a codification strategy. In terms of our context of dysfunctional 

C2C behavior on social media, two of the studied organizations mentioned how their 

use of documents and guidelines were used in relation to dealing with situations when 

customers misbehaved. Such as company Red that mentioned no formal documentation 

is done regarding how difficult situations were handled. Company White explained it 

similarly, as attacks between customers on social media are more factual in nature it is 

not seen as a major problem, which is why they do not have guidelines and 

documentation regarding how to deal with situations like these. We therefore interpret 

that these two companies do not use codification in terms of written documents to share 

knowledge in relation to dealing with customers that misbehave, as this involves the 

previously mentioned converting of knowledge into different forms of texts (Desouza & 

Paquette, 2011, p. 179; Boh, 2007, p. 30). These other documents and guidelines that 

are used in the studied organizations that can help with managing other situations could 

be a way for the companies to share knowledge that all employees could access. Making 

knowledge easily accessible by all employees is another part of the codification strategy 

(Jonsson, 2012, p. 139). 

 

In our study, three organizations use another method that can be considered similar to 

each other for transferring knowledge. Company Red follows up on issues which they 

consider to be handled in a particularly good way by sending out an email showing how 

this has been dealt with to the social media staff. This is done because as Adam puts it; 

“all can take advantage of the reply and this way know approximately how we act in 

certain scenarios”. Both company Blue and Yellow also have similar routines, we 

interpret this method to further be a way to using a codification strategy to transfer 

knowledge. As we see it this transfer does not involve any form of interaction and 

function more as a guideline rather than a personal talk. 

 

According to company Blue, the email functions both as a way of praising the employee 

that handled the situation but also to share this knowledge with the other colleagues as 

well. By doing this, we interpret this to be a way for the company to take the knowledge 

from an individual level to a collective level. This could be an indication that the 

company strives for reusability and making the knowledge how this particular situation 

has been managed successfully, independent from that actual employee who 

“developed” this knowledge. As the codification further implies making knowledge the 

property of the firm (Kumar & Ganesh, 2011, p. 119), we interpret this communication 

to the whole social media team in the organizations to be a way to work with a 

codification strategy. 

 

As the studied organizations only appear to have limited experience of the situations 

where customers misbehave against other customers, we interpret this to potentially be a 

more difficult situation compared to more common questions that the employees have 

to deal with on a daily basis. We previously mentioned that company Red and White, 

appear to not use any codification strategy by using documentation in relation to dealing 

with situations like these. We however interpret that, together with company Blue, as 

these emails could be an indication that these organizations use this tool as a 

codification method to share knowledge in relation to when situations have been 

managed effectively. Should the situation of customers misbehaving against other 
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customers therefore happen and is managed successfully, we interpret these 

organizations to use a codification strategy to share knowledge. 

 

We therefore interpret that the organizations can be considered to have some similarities 

with the codification strategy when transferring knowledge. As the codification strategy 

can be beneficial to store large amounts of knowledge (Goodman & Darr, 1998, p. 418) 

the problem is however that it lacks both the possibility to interact and if necessary 

customize solutions (Boh, 2007, p. 30). We therefore interpret the companies’ use of 

codification strategies to be primarily used for dealing with common situations or 

common questions that can appear in the daily work that does not require this 

interaction or customization that this strategy appears to be missing. To further 

understand how they work with these routines and analyze reasons and underlying 

factors, we must also know how they are used together. 

Boh (2007) found results indicating that some employees in one company rather talked 

to other colleagues rather than using the repository that was available, as it was 

considered to be a faster way to get access to the desired knowledge (p. 51). Our study 

indicate a similar situation, according to both Lisa and John, the usage of company 

Yellow’s database is low as the employees can find knowledge from other sources 

instead. As John explained that he rather asks a close colleague for suggestions as it is 

easier rather than going into the database. It is also noteworthy to remember that 

company Yellow’s team on social media were one of the smaller of the studied 

organizations. We therefore interpret that this low usage appears to be influenced by an 

underlying factor in terms of closeness. As codification is affected by the process of 

interpretation, which in turn is facilitated if people are similar in terms of values and 

competencies (Garavelli et al., 2002, p. 271-272, 273), we further consider closeness as 

an underlying factor which may affect the usage of the codification strategy for 

transferring knowledge. Besides this underlying factor, we have also interpreted 

available knowledge transfer sources as well as previous experience to be underlying 

factors that influence the usage of the codification strategy. How these underlying 

factors are interpreted in relation to the codification strategy will be further analyzed in 

the next section. 

6.1.1 Reasons for pursuing the codification strategy 
 

Based on the previous section we interpret the usage of the mentioned methods for 

sharing knowledge in line with the codification strategy, even though how the use of 

these appear to differ between the companies, we still have to understand their choices 

further. 

According to Boh (2007), who studied how two companies worked with codification 

and personalization strategies, found that a company that works with similar projects 

can benefit by using a codification strategy (p. 37,48-52). We interpret this study’s 

result to mean that a company that works with tasks or questions that are similar to 

those that have been done previously can benefit by using codification, as the solutions 

that have been working previously could also work in the new situation. Boh (2007) 

further found that when employees experienced problems in their new projects, they 

could see how similar projects were conducted previously (p. 37,48-52). When 

comparing the routines of the studied companies working with their database and the 

results of Boh (2007), we interpret the reason to use the database to be based upon the 

strive to use knowledge based on solutions from previous experiences and solutions.   
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In terms of experience of dysfunctional C2C behavior on social media, company 

Yellow mentioned that they have not really experienced any situation where this has 

happened. In contrast, company White and Blue have some experience from situations 

like these when customers misbehave against other customers on social media. As the 

latter companies uses their database more than company Yellow, we therefore interpret 

that previous experience may be an underlying factor that influence the usage of the 

codification strategy, as this factor can affect the strive to make knowledge reusable and 

independent as we compare the studied organizations. Company Red, also pointed out 

that, a system like this would make it easier to go back and see previous answers in 

general. We therefore further interpret that the use of a database to be in line with the 

codification strategy. 

 

According to Lisa in company Yellow, the available database is not used that frequently 

as “the knowledge is rather in me and the documents I create”. As previously discussed, 

the available knowledge transfer sources appear to be an underlying factor that 

influence the usage of the codification strategy. This can further be seen in company 

Blue, as they explained that guidelines are only guidelines, should the employee 

therefore feel insecure both the manager Carl and Sophie will be available for 

counseling. The employee can be in touch either by talking to each other, via phone 

calls or sending a message in the system they are using on social media. This was also 

observed in company Red, as Emma explained that if a situation cannot be dealt with by 

the knowledge she possess or the guidelines she was given, other sources of knowledge 

were used, such as getting in contact with the manager Adam. We interpret this to 

further indicate that available knowledge transfer sources to be an underlying factor that 

influences the usage of the codification strategy. As we interpret this underlying factor 

to be one of these three that influence the usage of the codification strategy, this 

particular factor is one we interpret to be similar to the one studied by Desouza & 

Paquette (2011, p. 204,208) as they conclude that availability of knowledge influences 

knowledge transfer. 

 

The way company Yellow, Blue and Red communicated via email to the entire social 

media team when they found a situation that had been managed in a good manner was 

all done by similar reasons as previously discussed, such as making knowledge 

available to other colleagues. By using a codification strategy, besides the previously 

mentioned benefit of making knowledge independent and reusable (Hansen et al., 1999, 

p. 107-108), this means that employees can get access to knowledge without going 

through the original source, therefore saving both time and resources (Ejler et al., 2011, 

p. 21; Hansen et al., 1999, p. 107-108; Hislop, 2009, p. 60). We interpret this benefit to 

affect the usage of this codification method to share knowledge, as this email can also 

be used as a guideline that could save time rather than forcing the employee to 

repeatedly go to the original source. In contrast to the routine of sending emails, which 

is similar for all these three companies, we interpret that the use of the database to differ 

between those companies that have these systems which will now be further analyzed. 

 

The three organizations that use databases and/or information-systems have chosen to 

work with these differently. For example, company White has one information system 

that is used for getting access to many different answers and articles that is available to 

all employees within the company which is further complemented by a system to 

observe the Internet. Company Blue use their system in a similar way but can also be 

used for sending messages internally, observe the Internet and also to answer comments 
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from example social media directly in their system. This is also possible for company 

Yellow, apart from sending messages internally. Company White further explained that 

their information system is used to conduct their work more effectively, as the system is 

continuously updated with new information making more meetings unnecessary, as the 

employees can get access to this the required information in the system. We interpret 

this to also be a way in order to save time and resources, as this strive for effectiveness 

also make knowledge more easily accessible thanks to this system. 

 

Compared to company White, that appears to benefit by their systems, we interpret 

company Yellow on the other hand to not experience the same advantage in terms of 

saving time and resources. As in company Yellow, where it was perceived to be easier, 

John rather asks a close colleague rather than using the available database, as this was 

basically never used. We interpret this to somewhat differ from the reasoning that 

codification will save time and resources because the employees are not forced to go to 

the original source (Ejler et al., 2011, p. 21; Hansen et al., 1999, p. 107-108; Hislop, 

2009, p. 60), which we interpret is more common in company Yellow due to the low 

usage of the database. This could be connected to the previously mentioned closeness 

that, among the others, company Yellow also emphasized. However the difference 

between the size of the teams in company Yellow (10) and company White (6) is not 

something we interpret to be the major reason for this. It could instead be connected to 

the result of Boh (2007) indicating that some employees found the available repository a 

bit overwhelming and also that some employees asked colleagues rather than using this 

system (p. 50-51), which we interpret as similar to what John from company Yellow 

explained.  

 

As a recognized disadvantage with codification can be that employees may be unwilling 

to use technologies that this strategy brings (Boh, 2003, p. 795; Swan et al., 1999, p. 

270), and also a form of information overload (Schulz & Jobe, 2001, p. 143), this could 

answer why there are differences between the companies’ use of their systems. We can 

also not neglect that all companies have emphasized that many problems are dealt with 

from situation to situation. As the codification lacks the possibility to customize 

solutions (Boh, 2007, p. 30), we interpret this to further be a contributing reason to how 

the companies use their codification methods, as we interpret the way of approaching 

this behavior from situation to situation to be more towards customized, rather than 

standardized solutions. 

6.2 Personalization 
 

Here we will analyze how and if the organizations pursue the personalization strategy 

for transferring knowledge. This will also be done in relation to our context of 

dysfunctional C2C behavior on social media. 

 

When asked how the social media team works with knowledge sharing, company White 

explained that they have group meetings, morning-gatherings and weekly meetings, as a 

means to spread knowledge by talking. 

 

As described by company Red the social media staff continuously discusses and 

communicate with each other, which is done in an informal way, either in person or via 

email. Further company Red states the purpose for this is to receive input regarding 

advice and how previous issues were solved, or as Adam puts it; “We have not 
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developed and taken part in different cases more than by communicating a lot internally 

between ourselves to see how this specific issue is solved. This way there is kind of a 

constant education taking place as new experiences happen all the time”. 

 

Company Blue has a managerial meeting once a week as well as a customer support 

meeting, which the social media team is a part of, every other week, and as Carl 

mentioned there is an exchange of information and knowledge between these two 

groups. 

 

Company Blue also uses a chat system if they require information fast, which is used 

throughout the company, and not just solely by the social media team. For company 

Blue, Sophie emphasized the importance of having a close team. Further she said that 

their social media group was close and could communicate during nights and weekends 

if needed. 

Company Yellow said that as the social media team is small they discuss on a daily 

basis. As explained by John; “You ask each other all time, for example if I have written 

an answer I can check with my colleagues what they think, in that way you develop 

many answers together”. He also mentioned that this makes it easier to share 

knowledge, information and ideas through verbal communication, which he said are 

almost like everyday meetings. 

 

Also both company Blue and Yellow described meetings which are not unique to the 

social media team. These corporate meetings were described by company Blue as 

dealing with successful projects and to tell what they learnt from previous activities. 

Company Yellow explained that in order to learn what has previously been done and to 

see what can be done better, meetings were done within the corporate group as well as 

having communication on a level of more detail with other colleagues from companies 

within this group, that were similar in terms of, for example segments and activities. 

 

We interpret this to be consistent with the personalization strategy, which is based on a 

person-to-person interaction where knowledge is transferred via direct contact in a more 

informal way, for example in real life or via e-mail. This knowledge is shared through 

dialogue with other individuals, in for example meetings. (Boh, 2007, p. 28; Hansen et 

al., 1999, p. 108; Desouza & Paquette, 2011, p. 183). Based on their descriptions above, 

as all companies in various ways have planned meetings and discuss to solve issues and 

learn from each other, our interpretation of this is that all companies seem to pursue a 

personalization strategy. 

 

Company White explained that the rotating schedule for working with different tasks, 

where even the social media staff is rotated on occasion, is a means for turning over and 

sharing knowledge. Further they also say that this is to make sure competence is 

maintained and areas of expertise not falling behind. The process for person-to-person 

knowledge sharing is encouraged by, amongst other things, moving people between 

departments (Hansen et al., 1999, p. 108-109; Desouza & Paquette, 2011, p. 183). With 

this in mind and in combination with their description regarding the reason for moving 

people around we see this as another indication that company White follows a 

personalization strategy. 

 

As we previously mentioned in another section we have seen that all companies appear 

to follow a codification strategy. Now we have shown that according to our 



58 
 

interpretation the personalization strategy also appears to be a knowledge transfer 

strategy used in all companies. We will now further analyze their use of the 

personalization strategy in terms of our context dysfunctional C2C behavior on social 

media. As mentioned by the respondents all organizations have certain experience 

where customers misbehave towards each other on social media, although it does not 

happen very often. Further all organizations explained that situations where customers 

misbehave towards the organization are instead more common. 

 

When customers misbehave towards the company or other customers on social media 

for company Red these situations and how to handle them are heavily discussed. Their 

description regarding how to deal with difficult issues is that insight regarding how to 

respond is generated through discussion and that is the way they want it to be. Adam 

believes situations with large-scale dysfunctional C2C behavior on social media would 

be solved by discussing. This approach is similar to that of company White where Peter 

describes that situations with customers misbehaving are discussed in order to spread 

knowledge, however not often during the scheduled meetings. This is done so 

knowledge is, as he phrased it; “spread there and then”. 

These are the only two organizations in our study that expressed their opinions on how 

they would transfer knowledge in relation to dealing with this issue of dysfunctional 

C2C behavior on social media. The way we see it these are indications that company 

Red and company White would pursue a personalization strategy when it comes to 

knowledge transfer in the context of dysfunctional C2C behavior. The reason being that 

transferring knowledge can be defined as a process where knowledge is shared via 

dialogue between people (Hansen et al., 1999, p. 108; Desouza & Paquette, 2011, p. 

183) and company Red and White have stated that for scenarios where customers attack 

other customers their approach would be to talk and discuss. 

 

For company Blue situations with customers misbehaving towards other customers on 

social media is handled individually, and when the staff is insecure about how to handle 

an issue they can contact for example Carl or Sophie. When company Blue has 

experienced a particularly difficult situation, information about how it was handled is 

shared internally. Also the social media team talk about scenarios where the company 

has received negative comments. Further the managers meet every week to discuss for 

example problematic situations and current happenings on social media, such as the 

case with H&M. This is done in order to learn from other situations and the information 

is discussed further with the relevant departments. 

 

Company Blue did not express themselves directly regarding how they would transfer 

knowledge in relation to the context of dysfunctional C2C behavior on social media. 

However we interpret dysfunctional customer behavior to be part of the difficult and 

problematic situations. This is why we interpret it as company Blue would pursue a 

personalization strategy since they state that they discuss these problematic and difficult 

situations and share information internally, which is in line with the personalization 

strategy (Hansen et al., 1999, p. 108; Desouza & Paquette, 2011, p. 183). 

 

Company Yellow does not consider the issue of customers attacking other customers on 

social media a major issue and Lisa explained that these situations can occasionally be 

justified when rude customers are involved. Regarding difficult situations the issue is 

dealt with from situation to situation, and if any of the employees felt insecure on how 

handle a situation on social media, this person was to contact her on how to proceed. 
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Further, as John mentioned the team is close and easily share information and 

knowledge via verbal communication, as well as solve problems through discussing. 

 

Even though company Yellow did not say how they would transfer knowledge 

regarding dysfunctional C2C behavior on social media our interpretation is that they 

would follow a personalization strategy. The reason being that they said that difficult 

situations, which as we mentioned above we interpret dysfunctional customer behavior 

to be, are either discussed or cleared out with Lisa, which we see as an indication that 

the way they would handle this particular issue is by talking. It is our interpretation that 

this corresponds to the personalization strategy (Hansen et al., 1999, p. 108; Desouza & 

Paquette, 2011, p. 183). 

6.2.1 Reasons for pursuing the personalization strategy 
 

According to our discussion above our interpretation is thus that all investigated 

companies follow a personalization strategy, overall and that they would also do so in 

the context of dysfunctional C2C behavior on social media. Now in order to further 

understand their way of transferring knowledge, we will proceed with analyzing reasons 

and underlying factors. 

Company Red stated that they discuss in order to receive input and advice from one 

another regarding how to deal with scenarios on social media and how previous issues 

were solved. This is similar to the reasoning of company Yellow who talk about 

positive and negative issues in order to learn from each other and as a means for 

exchanging ideas. When it comes to reasons for pursuing a certain knowledge transfer 

strategy, company White mentioned that talking to spread knowledge was done in order 

to exchange ideas and thoughts there and then. As for company Blue they talk in order 

to make sure all social media staff has access to necessary information and to learn from 

previous activities and each other’s solutions. 

 

The way we see it this correlates with the study of Hansen et al. (1999) where they 

conclude that a result of a personalization strategy is employees with high levels of 

implicit knowledge (p. 108-110). Our interpretation of this is that by using the input, 

advice, ideas, thoughts and previous experience from other employees, the staff can 

make that knowledge their own and increase their level of implicit knowledge. As 

implicit knowledge may give an organization a competitive advantage, since it is 

difficult and challenging to create (Gupta & Govindarajan, 2000, p. 80; Jacob & 

Ebrahimpur, 2001, p. 85) in turn we also see that by talking and discussing and in this 

way the organizations may also gain a competitive advantage, which could be a reason 

for pursuing the personalization strategy. 

 

Further, a positive aspect with the personalization strategy is that the staff can ask 

questions and clear out unclarities directly (Boh, 2003, p. 796), which with our 

interpretation would be the case of all investigated organizations as they meet up and 

talk face-to-face. With company White they even mentioned that the meetings were to 

exchange ideas and thoughts, as Peter phrased it, “there and then”, which we see as an 

indication that they focus on direct discussions in real-time. We interpret this as 

something which could allow the staff to talk about things they are unsure of right 

away. As the distinction between appropriate and inappropriate behavior can differ 

between contexts, which is further even more complicated on the Internet (Ang & 
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Koslow, 2012, p. 193), we interpret this way of clearing out uncertainties to be a 

beneficial routine when working on social media. 

 

As we also interpreted during our analysis of the codification strategy, the underlying 

factor of closeness also appears to influence the usage of the personalization strategy. 

Company Blue emphasized the importance of having a close team and that they could 

even communicate during nights and weekends. Also company Yellow mentioned that 

the team could easily share knowledge, information and ideas verbally as the team is 

small and close. Further company White described that situations discussed within the 

team and that there is “a closeness”. These companies have directly expressed 

themselves regarding closeness of the team and for the company Red they explained 

that discussing and communicating was done frequently, which we interpret as the team 

being close. This is the reason why we interpret closeness to be an underlying factor 

that influences the usage of the personalization strategy. 

 

In the event of dysfunctional C2C behavior on social media according to our previous 

analysis our interpretation is that all companies would pursue a personalization strategy, 

where they would discuss and handle the issue by communicating. This we interpret as 

an indication that closeness also affects the organization's usage of the personalization 

strategy in the context of dysfunctional C2C behavior since discussion is facilitated by 

having a close team. 

 

As personalization relates to implicit knowledge (Hansen et al., 1999, p. 107-109) and 

strong inter-firm relationships affects implicit knowledge transfer positively (Cavusgil 

et al., 2003, p. 12-14) we further interpret closeness to be an influencing factor for the 

usage of the personalization strategy. All organizations have small teams working with 

social media, ranging from 6-25 people in total and they all describe talking in an 

informal way. Although strong inter-firm relationships proved to affect implicit 

knowledge transfer in a positive way regardless of the size of the company (Cavusgil et 

al., 2003, p. 12-14), we interpret the small size of the teams can facilitate the closeness 

as it is easier for the employees to work next to each other. 

 

According to the study of Boh (2007) it was beneficial to follow a personalization 

strategy for organizations working with heterogeneous projects (p. 41-42,52). Our 

interpretation is that organizations working with issues that are not general and differ in 

nature can benefit from pursuing a personalization strategy. Company White describes 

their everyday work with social media to be supported by an information-system 

containing vast documentation which they can rely on, as much of the questions are 

recurring. However, for the situation with dysfunctional customer behavior they do not 

have guidelines or documentation as according to Peter “It is very difficult to have 

general guidelines, saying that some posts should always be removed, it is not so black-

and-white”, which in our interpretation indicates that these scenarios could be seen as 

being heterogeneous in nature. Company Yellow explained that situations where the 

social media support are uncertain how to handle situations such as when customers 

misbehave against other customers are not that common, and therefore these situations 

are managed individually, which we interpret as the issues could be seen as 

heterogeneous. Company Blue explained that when working with customer service it is 

part of the professionalism, to be able to judge one situation to another. Further 

regarding difficult customer behavior Sophie mentioned that; “Every situation differs 

from the other, I want to emphasize that it is people we deal with”, in our interpretation 
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these situations can thus be seen as heterogeneous. In relation to customers attacking 

customers on a larger scale, Adam in company Red mentioned that; “Social media is a 

young media and it is difficult to know how to handle all situations which you do not 

even know that they can occur”. Fullerton and Punj (1993) found the nature of exchange 

setting to influence why customer misbehavior occur (p. 570-573). We interpret social 

media to be a distinct exchange setting which is of a heterogeneous nature when it 

comes to the situations with misbehaving customers. Although we do not see the 

indication as clear as for the other companies as in company Red we interpret that these 

scenarios that Adam talks about could be seen as being heterogeneous. So, it is our 

interpretation that the situation with dysfunctional customer behavior on social media 

can be considered as heterogeneous and that all organizations appear to work with 

heterogeneous issues, for the specific context of dysfunctional customer behavior. 

 

We mentioned earlier that the usage of a codification strategy in the situation of 

customers misbehaving against other customers seems to be related to the previous 

experience of the organization. This previous experience is also something we see 

affecting the use of a personalization strategy in these situations. All companies have 

mentioned having limited or no experience of customers misbehaving towards other 

customers, which has resulted in no or limited rules and guidelines. Further the 

organizations say that when the social media staff is uncertain on how to deal with a 

certain situation they discuss amongst each other, other departments or they can contact 

the managers. The way we see it this indicates that the level of experience affects the 

usage of the knowledge transfer strategy for organizations. In our interpretation when 

the experience is low or non-existent the organization follows a personalization strategy, 

which is the case with our context of dysfunctional C2C behavior on social media. 

 

All companies have managers functioning as a support to the employees if necessary 

when dealing with difficult issues on social media. One of the studied companies in Boh 

(2007) used internal experts, as part of their personalization strategy, which was found 

beneficial as they functioned as consultants when working with projects (p. 28,48,52). 

As all companies use managers that acts a support to the employees if necessary, which 

is why we see similarities between our investigated companies to the one studied in Boh 

(2007). When studying implicit knowledge, which as previously mentioned is related to 

the personalization strategy (Hansen et al., 1999, p. 107-109), Puusa and Eerikäinen 

(2010) found that implicit knowledge seems to be bound to the individual, which we 

interpret to be the case with the managers in the studied organizations. The way we see 

it, this may be a reason as to why companies use the personalization strategy when 

dealing with dysfunctional customer behavior on social media since it may provide 

them with a means to use the knowledge of experts, in the form of the managers, as 

guidance for the social media team. We interpret this to be related to the underlying 

factor of available knowledge transfer sources, which we previously mentioned could 

influence the usage of the codification strategy. We also see this as an underlying factor 

that influences the usage of the personalization strategy. 

 

For the particular situation of dysfunctional C2C behavior on social media some 

companies have mentioned that in these scenarios knowledge would be shared by 

discussing and talking. In the case of the remaining companies we have interpreted that 

in this situation they would also share knowledge by discussing and talking. As 

described by the organizations this is done in person, via telephone, email or chat. We 

have previously mentioned that all organizations handle customers misbehaving 



62 
 

towards other customers from situation to situation and that this perspective makes it 

difficult to set up general rules and guidelines. As there is a lack of research regarding 

how to deal with dysfunctional behavior (Ang & Koslow, 2012, p. 198), we interpret 

the way of approaching this behavior from situation to situation, to further indicate why 

there is lack of research, as this will make it hard to find consistent results of how they 

are dealt with.  Regarding the third factor, available knowledge transfer sources, it is our 

interpretation that the methods available to share knowledge can be seen as an 

underlying factor regarding the usage of knowledge transfer strategy. In this case of 

customers misbehaving towards other customers in relation to available knowledge 

transfer sources, we see that as codified knowledge for this particular situation is non-

existent it would be handled by discussing. 

6.3 Codification and Personalization coherently 
 

According to the study of Haesli and Boxall (2005) an organization can pursue either 

the codification or the personalization strategy and still be successful as there is no best 

way to manage knowledge (p. 1969-1970,1972). As by our interpretation from previous 

sections we see that all investigated organizations use both strategies at the same time, 

we will not further discuss this aspect of focusing on one or the other strategy. We will 

now continue by analyzing reasons behind pursuing both strategies simultaneously. 

 

John in company Yellow mentioned that even though they have a database he prefers to 

talk to colleagues regarding what to do as it is easier. According to Cacciatori et al. 

(2011), if the face-to-face communication increases the usage of codification decreases 

(p. 320-323). The way we see it this appears to be the case in company Yellow as the 

level of personal contact is high at the expense of a low usage of the database. Further 

we also see the opposite situation in company White where they explained that as the 

database was constantly updated there was no need for continuous meetings. As we do 

not have any insight regarding the division of the usage of the two strategies for the 

organizations we will not go deeper into a discussion regarding the balance of 

personalization and codification. 

 

If an organization relies dominantly on personalization, and set aside codification, it 

may result in having an organization which is dependent on the willingness of the 

employee regarding knowledge sharing and remaining with the organization (Droege & 

Hoobler, 2003, p. 58-59; Maciejovsky & Budescu, 2013, p. 154). Our interpretation is 

that this may be the case with company Yellow, where we see that Lisa seems to hold a 

key position when solving issues on social media. Besides the documentation regarding 

how to act and handle difficult situations, Lisa has further developed documents that 

can guide the employees when working on social media, as well as being the person 

who the staff can contact in case of insecurities when dealing with customers on social 

media. As she in our interpretation appears to have a supporting role in difficult 

questions, we do not see the willingness to share knowledge a major problem. On the 

other hand, as she has an important role where both the organization in general as well 

as the individual employees are dependent on her competence and experience, there is a 

potential problem if she leaves. Compared to the other organizations that also have 

managers functioning as support to the employees, company Yellow appears to have a 

large amount of competence limited to one individual. In for example, company Blue, 

the employees had five managers they could contact if they required any clarifications 
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regarding issues on social media. We interpret this to be partly connected to differences 

in terms of company size when comparing these two. 

 

On the other hand if an organization uses codification and sets aside personalization a 

result may be over-reliance in technology (Kumar & Ganesh, 2011, p. 130). In our 

interpretation company White may be leaning towards an over-reliance in technology, 

even though they also use the personalization strategy. The reason we interpret this is 

because they describe that the information-system is used on a daily basis and since it is 

continuously updated they do not see the need for continuous meetings. As a negative 

aspect of the codification strategy is that since knowledge is made independent the 

employees may feel intimidated and that their roles are deskilled (Morris, 2001, p. 823). 

In our interpretation this could be the case with company White.  

 

Also company Blue explained that problematic situations were only shared verbally and 

that no documentation was done, which was the reason only experienced customer 

service employees were chosen to work with social media, which we see as further 

indication that they may be vulnerable to employees leaving. Further we see that 

company Red seems to rely mainly on a personalization strategy for transferring 

knowledge as they discuss in person or via email regarding how to handle situations on 

social media or to get advice from each other. Also Emma felt the need for scheduled 

meetings with the increase in social media activity. Further she mentioned that their 

written material was more in line of facts regarding products and services, rather than 

guidelines on how to act. The way we see it, when it comes to the context of 

dysfunctional C2C behavior, company Red is thus dependent on the employee 

willingness to share knowledge. 

 

An obstacle for knowledge transfer can be that the employees do not know where to 

find knowledge (Desouza & Paquette, 2011, p. 204,208). According to Boh (2007) 

sharing knowledge through personal communication could make the employees feeling 

that it is difficult to know who the right person is to contact and how to go about it (p. 

42-44,47). Relating to our context of dysfunctional customer behavior all our 

investigated companies have stated, managers and employees alike, that they have clear 

guidelines for whom to contact and in which way, when experiencing difficult situations 

on social media. The workforce that is distributed to work with social media is 

relatively small, ranging from 6 to 25 employees. We interpret this as making the issue 

of getting in contact with the right colleague holding the right competence fairly 

unproblematic. Hence it is our interpretation that this issue with not knowing how to 

contact which person is not a major reason for pursuing the codification strategy at the 

same time as the personalization strategy. 

 

Emma mentioned that since the activity for company Red is growing she felt the need 

for regular and scheduled meetings where the social media group can meet in person to 

discuss. The way we see it this may be an indication that company Red could also 

benefit by introducing transfer methods relating to codification, besides this desire for 

more meetings that we interpret more towards the personalization strategy. As these 

previously mentioned results from Boh (2007) indicate a need for a systematic transfer 

as the company grew (p. 42-44,47), we draw similarities to the future situation in 

company Red when they are likely to work even more with social media. We therefore 

interpret that Emma’s need for more meetings can also be complemented by further 
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implementing documentation, databases or an information-system as the company is 

developing their position on social media. 

 

The aim of codification is to reduce the organizational vulnerability by making 

individual knowledge accessible to everyone (Jonsson, 2012, p. 139), which we see as a 

potential reason as to why the companies use codification together with personalization. 

The social media staff of all companies relies on managers for difficult situations which 

they are unsure of how to handle. For example, as we described above it is our 

interpretation that Lisa holds a key position in company Yellow. The way we see it is 

that if her knowledge is codified and embraced in the organization, the social media 

team could still be operational even if she left the company. With this in mind, we see 

that the development of the three scenario document that had been discussed internally 

for company Yellow, or similar guidelines, could be beneficial, to minimize the over-

reliance on one person’s competence when dealing with challenging situations on social 

media, such as dysfunctional behavior. As the situation for company Red is that they 

rely on each other to know how to act, we see that establishing guidelines and 

documentation could minimize the company’s vulnerability for staff leaving. Company 

Blue described having rules and guidelines which the staff must follow when working 

on social media and that these are also constantly updated according to how situations 

are handled. So it is our interpretation that although company Blue relies on 

personalization, as stated above, they also reduce the vulnerability by pursuing a 

codification strategy. Also, as the personalization strategy has been criticized for 

making it harder for employees that are new to the organization, as it forces them to 

constantly ask different people in their work (Boh, 2007, p. 42-44,47), we see that this 

could be another reason for why this three-scenario document could be beneficial for 

company Yellow, as it has been discussed to be implemented since employees are 

exchanged in the customer service. 
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7. Conclusions 
We will now provide the conclusions that we have found by our analysis of the 

empirical data in our research. By the end of the chapter, the reader should have 

received the answer to the problem statement that has been the focus of this study: How 

do organizations transfer knowledge internally when dealing with dysfunctional C2C 

behavior on social media? Further the reader should also see the purpose of the study 

fulfilled, and hence gained an understanding regarding if and how organizations work 

with a codification and/or personalization strategy for transferring knowledge when 

handling dysfunctional customer behavior on social media, and based upon the 

previous comparison, get the answer to what reasons and underlying factors are for this 

way of transferring knowledge. 

 

Before we provide our conclusions, we find it important to acknowledge some key 

findings, even though they have not been included in the problem or purpose 

specifically, they still influence the conclusions that we will provide. 

 

The studied organizations only had limited experience of the situation when customers 

misbehave against other customers, but in contrast misbehavior towards the company 

was far more common. We can now say that dysfunctional C2C behavior on social 

media has in all organizations been explained to be primarily on Facebook, which is 

exactly where we began our study when observing the incident which H&M. 

 

In the study all four organizations mentioned how they would deal with this situation 

when customers misbehave against other customers, but only two addressed how they 

would transfer knowledge in relation to this particular situation. We can however based 

on their routines when transferring knowledge in relation to what they consider to be 

problematic situations draw conclusions how these other two organizations might 

transfer knowledge as well, would this situation happen on social media. 

In terms of transferring knowledge this problem when dealing with customers that 

misbehave against other customers on social media was only one of many questions that 

was managed through the methods of sharing knowledge in the organizations. There 

was no unique knowledge transfer method in the studied organizations that was only 

used in this situation. 

 

When dealing with dysfunctional C2C behavior on social media, we have found that 

both the codification and personalization strategy is used. 

We conclude that the codification method is primarily used when dealing with questions 

or situations that are more common on a daily basis. Due to the companies’ limited 

experience of dysfunctional C2C behavior, we argue it is not a common problem. We 

have however found connections to the codification strategy in relation to dealing with 

the situation when customers misbehave against other customers. As we found three of 

the studied organizations to use a routine when sending out an email after incidents on 

social media that had been handled in a particularly good way, to the entire team that 

can function as a guideline, which we would argue is a codification method. These 

methods were used to make knowledge available for all employees and to make work 

more effective as information can be continuously updated and available for the 

individual employee. 

In all companies, a verbal communication among front-line employees as well as to 

responsible managers has been mentioned for solving problematic situations, which we 

argue is a personalization strategy. Drawing from their explanations that they have 
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limited experience of the situation where customers misbehave against other customers, 

we would argue this could be considered a problematic situation would it develop 

rapidly. 

 

We further conclude that the personalization strategy holds a higher usage when it 

comes to the specific context of dysfunctional C2C behavior on social media.  

This is a conclusion based upon the previously mentioned explanation from the studied 

companies that in the case of problematic situations, a verbal communication is done, 

which we argue is line with the personalization strategy. Further, the general approach 

in the organizations to many questions and problems on social media, such as the 

situation where customers misbehave against other customers, has been dealt with from 

situation to situation. This is further explained to be dealt with by common-sense in 

most scenarios which we argue facilitate the personalization strategy more than the 

codification strategy. However we can also say that we believe that if/when the 

companies gain more experience from dysfunctional C2C behavior they may rely on 

codification to a greater extent than what would be the case today if such a situation 

occurs. This is based on the fact that the two companies that had the most experience of 

dysfunctional C2C behavior were also using codification methods the most, both 

generally and in relation to the studied context. 

 

The organizations have explained their usage and reasons for their knowledge transfer 

methods. The reason why the companies used the codification strategy was to make 

knowledge available for all employees and to make work more effective as information 

can be continuously updated and available for the individual employee. Compared to 

the codification strategy, the reason why the companies used the personalization 

strategy was to exchange ideas in order to receive input and advice from one another so 

that they may learn from previous issues and each other’s solutions. 

 

We have also, based upon our comparison of the studied organizations, found three 

underlying factors for their way of transferring knowledge, namely closeness, previous 

experience and available knowledge transfer sources. 

 

The first factor closeness has in all organizations been emphasized to be a key factor in 

their way of working. As the teams in the organizations have been relatively small, we 

argue this to be a contributing reason to why the respondents have mentioned that many 

questions are dealt with by discussing between employees and also if required, getting 

in contact with the responsible manager. Closeness has also been observed to influence 

the usage of codification and personalization when solving situations on social media, 

as in one company an employee rather asked a close colleague rather than using the 

available database as it was perceived to be easier. 

 

The second factor, previous experience, has also been observed to influence the usage 

of knowledge transfer strategies. The two organizations that we interpret to have the 

most experience of customers misbehaving against other customers on social media are 

also using their codification methods more than the others. This could be an indication 

that they strive for the reusability and making the knowledge independent that this 

strategy can provide. As one of these two organizations has also done a thorough 

documentation after an incident on social media that can among other things be used if 

the situation happens again. We argue this is another reason why previous experience is 

an underlying factor that influence the organizations’ way of transferring knowledge, in 
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this case when using the codification strategy, as we argue documentation to be part of 

this strategy. In terms of the personalization strategy, the fact that the studied 

organizations have this limited experience of the situation where customers misbehave 

against other customers, we argue this to be a contributing reason to why the companies 

have this previously mentioned approach of dealing with situations-situations, which we 

argue is more in line with the personalization strategy. 

The third factor, available knowledge transfer sources, which we have interpreted as 

similar to findings in previous research, has also been observed to be an underlying 

factor that influences the usage of codification and personalization. This underlying 

factor has been identified differently in the organizations. In one company, a method 

within one of the studied knowledge transfer strategies was not used as knowledge 

could rather be found in other places instead. In another organization the use of two 

strategies for transferring knowledge appear to have a somewhat negative effect on each 

other, meaning that when one was more used the other decreased. 

 

To conclude, we have answered how the studied organizations transfer knowledge 

internally in relation to dealing with dysfunctional C2C behavior on social media. The 

results indicate that both the codification and personalization strategy are used but the 

latter strategy appears to hold a higher usage when dealing with dysfunctional C2C 

behavior on social media. 

 

We also provided the answer to what the underlying factors are for the studied 

organizations’ way of transferring knowledge. By comparing the studied organizations 

as well as including the theoretical framework of why a company would choose to work 

with codification and/or personalization strategy, we found these three underlying 

factors, closeness, previous experience and available knowledge transfer sources that 

influenced the usage of the codification and personalization strategy. 

 

Solis (2011) explained that; “Perhaps the biggest mistakes committed in social media 

occur when businesses jump into social networks blindly, without establishing guideline 

or a plan of action” (p. 154-155). We hope those reading this study that are currently 

working with or plan to begin working with social media, have gained insights they can 

use for their knowledge transfer strategies when handling dysfunctional customers on 

social media. 
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8. Recommendations 
We will now provide some recommendations that will be based upon the findings from 

this study. This will first be provided to companies that either work with social media or 

plan to begin to work with this platform. Secondly, recommendations will be provided to 

those that plan to further study knowledge transfer in relation to dysfunctional 

behavior. 

8.1 Recommendations to companies 
 

As dysfunctional C2C behavior on social media is a recent problem area we consider it 

important for organizations to have proper procedures for dealing with this issue. Since 

these situations might be previously unknown for organizations, in our opinion how the 

organizations use knowledge generated from previous situations can influence how well 

they manage and handle these situations. We see an importance in capitalizing 

knowledge deriving from dealing with the dysfunctional C2C behavior and making that 

knowledge reusable for future situations, which can be done by the implementation of 

the codification strategy. Their employees may also have valuable experience which can 

be reused and shared with other employees, as we have found among the studied 

organizations, this transfer of knowledge between colleagues is emphasized, indicating 

the importance of the personalization strategy as well. This combination should be done 

in order to save resources but also to be able to better deal with negative social media 

scenarios that have the potential to be harmful for the company’s reputation and brand. 

 

From this study we know that the organizations perceive Facebook to be the primarily 

social media channel where customers are rude and misbehave, both against the 

organization as well as to other customers. This has been pointed out in each 

organization so they are aware of the problem. For organizations that have not started 

their work with social media, they should be aware that Facebook is the major source 

for this type of negative behavior, so that they may prepare their employees as much as 

possible, would this dysfunctional C2C behavior happen. 

 

We have also found that for some companies the purpose of each social media channel 

differ, meaning they are used for different things. We recommend that the companies 

should have different purposes for various channels, as this could be a beneficial way to 

give the employees observing social media a better indication where customers might 

ask questions compared to simply read news. This also makes it easier for the 

organizations’ customers to know where to go if they search for news about 

interruptions in their services, ask questions to customer service or simply want to 

comment/praise the company for something. If there is no distinction between social 

media channels, there is the possibility that the organization will be sent a lot of 

different questions and comments on many different places. 

 

When observing the Internet in terms of social media, three of the studied organizations 

used systems for this. The tools in these systems appeared to differ, where one 

organization could besides observing the Internet, use the system to answer comments 

or if necessary, easily share the problem with a colleague or manager for suggestions 

directly in the system. As organizations get further involved with social media, we 

argue a system that supports both observation and also internal communication, can 

make the work with social media more effective, as well as function as a tool for 

sharing knowledge when handling dysfunctional customers and other issues. 
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Another system that we have found to be beneficial when transferring knowledge is a 

database where employees can easily get access to required information, which is a 

method in line with the codification method. As one of our studied organizations found 

their database of stored information to positively influence the effectiveness of their 

work, we would recommend other companies both currently using and those not using a 

database, to reflect upon how this could help their work on a daily basis. As we have 

found an underlying factor of previous experience that influence organizations use of 

knowledge transfer strategies, we would therefore argue that in terms of dysfunctional 

C2C behavior on social media, when/if companies’ experience increases, they could 

find a database beneficial, as this allows for a reusability and making knowledge 

independent that codification can provide. It also noteworthy that have we found this 

result that is line with previous research that indicates that an increase in face-face 

communication negatively influence the use of codification as well as the reverse in this 

study. The underlying factor in terms of closeness therefore also influenced the use of 

the codification strategy which companies should be aware of when planning their 

transfer strategies.   

 

As we previously mentioned closeness is an underlying factor that influence the usage 

of the personalization strategy as well. All of the studied companies emphasized 

discussing, talking to each other, and the importance of exchanging ideas, which is in 

line with the personalization strategy. We argue this should be the case regardless of 

what industry or type of customers the organizations work with. This close contact was 

also explained to contribute to the perceived safety and feeling of working as a team, 

further indicating the importance of internal collaboration. In terms of social media, 

organizations should therefore ask their employees of their opinions regarding meetings, 

how they perceive the availability to get in contact with colleagues and managers etc. 

When dealing with challenging situations on social media, all organizations also 

explained the importance of discussing and exchanging ideas, further indicating the 

importance of encouraging and facilitating an environment where the employees share 

knowledge and communicate. This should be an insight worth reflect upon, both for 

organizations currently working with social media as well as those that are in the phase 

to start working with this platform. All of the studied companies deal with dysfunctional 

C2C issues from situation to situation, which is in line with the personalization strategy 

and the ability to customize. This we argue has to do with their lack of previous 

experience, further indicating previous experience to be an underlying factor that 

influence organizations’ way of transferring knowledge. It is one of our conclusions that 

these factors influence both the use of codification and personalization strategy. 

Organizations should therefore be aware of this and look upon their own organization, 

in terms of what level of experience they have and how their organization is structured, 

in order to use a strategy which is custom-made according to their conditions. 

8.2 Recommendations for future research 
 

As the current debate regarding the hatred on Internet was a current trend in the 

beginning of this study, the topic of customers misbehaving on social media was 

therefore highly discussed. The experience of situations where this was present was 

however found to be low in this study, it would therefore be interesting to make a study 

investigating the same topic as this research in a couple of years. Organizations might 

then have further experience of situations where this misbehavior is present between 

customers on social media, which could then be studied to see how and if this further 
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experience influence knowledge transfer strategies. As we have found an underlying 

factor of previous experience to influence organizations knowledge transfer strategies, 

we would therefore argue that a similar study like this might find interesting results in a 

future study.  

 

One part of the purpose of this study was to investigate the underlying factors for the 

studied organizations’ way of transferring knowledge by a comparison. Apart from 

previous experience we have identified two other factors, namely closeness and 

available knowledge transfer sources, which appear to function as underlying factors 

that influence an organization’s knowledge transfer strategy. For future research within 

this area of knowledge transfer, studies can focus on which of these three factors that 

appears to have the biggest influence on knowledge transfer within this context and also 

whether the importance may differ between different types of organizations and/or 

industries. This would allow organizations to gain insight which may help them to 

better organize their knowledge transfer strategies and transfer knowledge in a way that 

is in line with the actual company. 

Another aspect which could be further researched is to compare how knowledge 

regarding dysfunctional customer behavior is transferred if these issues take place 

online versus offline, in order to see for example if there is a difference and if strategies 

for knowledge transfer in the offline context are applicable for when dealing with these 

issues online. 

 

A recommendation for future research would also be to conduct the study with more 

respondents than two from each company, in order to get a deeper understanding of how 

knowledge is shared. Also interviews could be combined with observations to see if 

their description and perception of how knowledge is transferred matches what is 

actually being done. We previously mentioned that it could be problematic to find 

reasons and underlying factors by observing, but by combining interviews and 

observations, the researcher could get a comprehensive description of how 

organizations practically transfer knowledge and why they are using those strategies 

that they are currently using. 

 

With reference to the other part of our purpose, to look into if and how organizations 

work with a codification and/or personalization strategy for transferring knowledge 

when handling dysfunctional customer behavior on social media, we found that all 

companies use both codification and personalization coherently. Because of this we 

think an interesting future study regarding which of the two strategies is the most 

utilized and what the ratio is, within the specific organization. For example the 80-20% 

division of Hansen et al. (1999) could be used for benchmarking. Another perspective 

could also be to investigate if this ratio has changed over time. This could further help 

explain how they work with the strategies as well as reasons and underlying factors for 

doing so. 
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9. Truth criteria 
In this chapter, we will provide an evaluation of how this study has been conducted and 

the results that have been provided. After the previous chapter, the reader has been 

provided with the conclusions in this study. The aim with the evaluation in this chapter 

is to increase the level of credibility and overall quality of the study’s final results. 

9.1 Trustworthiness 
 

In order to explain the trustworthiness of this study, we have chosen to include this 

evaluation based upon four aspects, namely, credibility, transferability, dependability 

and confirmability (Lincoln & Guba, 1985, p. 219). 

9.1.1 Credibility 
 

We find it important to emphasize how the study has been managed to make sure the 

credibility has become as high as possible. As the results are based upon information 

that has been gathered from eight different respondents in four different companies, we 

found it important to involve these people in the completion of the study. After 

conducting the interviews, when we had analyzed the material and written down the 

information that we were going to use, we therefore chose to send out the relevant texts 

to the respondents (See Swedish appendix III). This process is also known as 

respondent validation, member validation or member check, where the researcher sends 

out the material that is used to the respondents. This is done in order to seek 

corroboration and making sure the interpretations and findings are in line with the 

respondents’ perspectives and experiences. (Bryman & Bell, 2011, p. 396-397; Lincoln 

& Guba, 1985, p. 314-315) As this routine is considered one crucial way to ensure 

credibility (Bryman & Bell, 2011, p. 396; Lincoln & Guba, 1985, p. 314), we argue this 

would be convincing for the reader regarding how the empirical data has been compiled 

and analyzed. 

 

When sending out this material, the respondents may want to include changes as well as 

censor parts in the text (Bryman & Bell, 2011, p. 396-397). In terms of censoring parts, 

this was not a problem in this study as some organizations wished to be anonymous 

which we knew before we started the empirical chapter and analysis. We therefore 

chose to have fictive names on both the companies as well as the individuals that we 

had interviewed. During the interviews we however explained that the industry was 

going to be named as well as their professional title which they accepted. In order to 

make sure they were pleased with the factual descriptions of their work and image of 

the company, the respondents had the possibility to make changes if something was 

incorrect. As we translated each quote from Swedish to English, we especially found 

this to be an important part where the respondents could see how we interpreted their 

answers. In terms of making changes, only one company addressed on factual mistake 

where we had misunderstood the size of a particular department which was then 

corrected. 

 

We chose not to send out the analysis because we argue this to be based upon the 

interpretations from the empirical data. As the respondents had the possibility to read 

and make changes in the empirical data that we based our analysis on, we argue this to 

contribute to a credibility of how we conducted our research and the final results. 
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9.1.2 Transferability 
 

When making a qualitative research like this, in order to provide an understanding of 

the transferability of the study, an in depth description of the study’s context is 

necessary (Bryman & Bell, 2011, p. 398; Lincoln & Guba, 1985, p. 214,297). As we 

interpret the context to both include what type of company, respondents, industry etc. as 

well as if the study has been conducted with any special situation in mind, we argue the 

reader should have a good idea of the context of this research. The reader should 

therefore be able to develop their own opinion regarding how the study’s result is 

transferable to other contexts, as transferability has not been a goal to us as researchers. 

As all companies are treated to a high degree anonymously, there is of course some 

limitations of the understanding of the context. We have however tried to keep the 

transferability high by both explaining thoroughly the particular situation that the study 

is based upon, namely dysfunctional C2C behavior on social media and also 

descriptions of the studied companies as far as possible without breaking their wish for 

anonymity. The reader however has information regarding industry, size of teams, what 

the respondents’ tasks are as well as how they transfer knowledge internally, the context 

should therefore have been addressed as much as possible within those guidelines that 

has been decided with the studied organizations. 

9.1.2 Dependability 
 

To deliver dependability in order to ensure trustworthiness, it is recommended to 

include a person that functions as an auditor (Bryman & Bell, 2011, p. 398; Lincoln & 

Guba, 1985, p. 248). This person can monitor the different phases during the research 

and especially when it is close to being finalized, help with making sure all parts have 

been properly completed (Bryman & Bell, 2011, p. 398; Lincoln & Guba, 1985, p. 246). 

As we have during this research been supported by our experienced supervisor during 

both scheduled and unscheduled meetings, this person has been able to observe our 

work. The supervisor has also helped when we needed to exchange ideas and thoughts 

how the study could be conducted during those moments where we were unsure on how 

to proceed. By having this supervisor, we argue this further contributes to the 

dependability of how the study is conducted and the final results. 

9.1.3 Confirmability 
 

When interpreting the information from the respondents, the researcher has to set aside 

any personal values in order to reach confirmability (Bryman & Bell, 2011, p. 398). As 

we are having this hermeneutic view where we try to understand if and how 

organizations transfer knowledge in relation to our particular context, by interpretation. 

A completely objective study is impossible to us. This has however never been the goal 

due to the characteristics of our study and further business research can never be fully 

objective (Bryman & Bell, 2011, p. 398). As we further have conducted the interviews 

in Swedish which have then been interpreted in English, a level of subjectivity is hard to 

avoid. But we argue that by involving the respondents during the process and allowing 

them to take part of the empirical texts that we used, should make sure that any personal 

values from us as researchers have been avoided. Also as our supervisor has helped 

reviewing our research we consider this to indicate that personal values from us as 

researchers has not affected the results in a deliberate way. We argue this to further 

contribute to the confirmability of this study. 
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9.2 Authenticity 
 

The second main criterion that is used to evaluate the study is authenticity. As we 

previously mentioned, the study’s results are based upon interpretations from the 

information given by the respondents. It is also important to recognize how we have 

thought when we have selected what we consider relevant information and how each 

respondent and company is represented. The criterion of authenticity is concerned with 

this. (Bryman & Bell, 2011, p. 398-399) 

As we have divided the empirical section into three different themes, we found it easy to 

know what information we could use within each section. Thanks to our interview 

guide, we had a good structure of the questions that always kept the interview on the 

subject. We could therefore use a lot of information from each interview and include 

key arguments from the respondents. 

 

When we found an argument or statement that we wished to highlight more than general 

descriptions, quotes were continuously used. This was done in order to make sure the 

reader was fully aware of who is saying what and present the respondent’s words as 

properly as possible. This was also further used in our analysis to constantly remind the 

reader of where the information is coming from, as we during this chapter also included 

our interpretations of what we had observed. By constantly emphasizing the source of 

information by for example using quotes, we argue this to be a contributing factor to 

improve the authenticity of the study and how we have managed and presented the 

information from the respondents. 
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APPENDIX I: Förfrågan om deltagande 
 

Hej, 

 

Caroline och Alexander heter vi och vi läser på Handelshögskolan vid Umeå Universitet 

och skriver nu vår D-uppsats på masternivå, vilken handlar om kunders beteende i 

sociala medier och hur företag kan lära sig om detta. Vi skulle vilja komma i kontakt 

med någon angående möjligt deltagande i vår studie och undrar om ni har 

kontaktinformation till rätt person att fråga om detta? 

 

Med vänlig hälsning 

 

Caroline och Alexander 
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APPENDIX II: Information angående studien 
 

Hej FÖRETAG/PERSON, 

 

Vi heter Alexander Lindahl och Caroline Söderlind och vi läser 

Civilekonomprogrammet med inriktning Service Management på Handelshögskolan vid 

Umeå Universitet. Anledningen till att vi kontaktar er är att vi har uppmärksammat att 

ni är närvarande på sociala medier och sköter kundrelationer via dessa kanaler. 

 

Under denna vårtermin skriver vi ett examensarbete som handlar om kunders beteende i 

sociala medier och hur företag kan lära sig om detta. Då utvecklingen och användandet 

av sociala medier växer, vi vill ge insikt i hur kunskap om kunder kan hanteras och 

spridas i företaget, en insikt som kan vara värdefull för ert fortsatta arbete med sociala 

medier.   

 

Vi är intresserade av att undersöka hur ni arbetar med kundkontakter på sociala medier 

och skulle gärna vilja genomföra intervjuer med någon som ansvarar för sociala medier 

och/eller kundhantering. Intervjuerna beräknas ta mellan 30-60 minuter. Den 

information som lämnas behandlas såklart konfidentiellt om så önskas. Vi skulle 

uppskatta om ni väljer att delta i vår studie! 

 

Är ni intresserade kommer vi tillhandahålla mer detaljer gällande intervjun och studien. 

Har ni ytterligare frågor om studien innan ni vill svara angående deltagande så återkom 

till oss. Vid intresse får ni självklart ta del av studiens resultat. Skulle vi inte höra av er 

inom en vecka så återkommer vi för att försäkra oss om att den första inbjudan inte 

kommit bort. 

 

Med vänliga hälsningar 

 

Alexander Lindahl, 0706625325, alli0023@student.umu.se 

Caroline Söderlind, 0733203312, caesod02@student.umu.se 
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APPENDIX III: Kontroll av empiri kapitel 
 

Hej igen! 

 

Jag bifogar den text som vi har skrivit utifrån de båda intervjuerna. Vi vill att ni ska ha 

möjlighet att läsa den text vi kommer att utgå ifrån i vår analys och slutsatser så vi 

skickar därför ut detta! 

 

Är det någonting som är felaktigt rent faktamässigt/rutinmässigt eller korrigeringar ni 

vill diskutera får ni höra av er. 

 

Hör vi ingenting fram till torsdag 25/4 klockan 18:00 så utgår vi ifrån att allting 

stämmer. 

 

Med vänlig hälsning 

 

Alex och Caroline 
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APPENDIX IV: Intervjuguide 
 

<Här berättar vi om intervjuns struktur, beräknad längd samt studies syfte.> 

Den första delen av intervjun kommer vi att ställa några frågor som ger oss information 

om din roll och arbete på företaget för att få en personlig bakgrundsinformation om 

dig. 

 

1. Vad är din befattning på företaget? 

2. Hur länge har du varit anställd på företaget? 

3. Berätta om dina arbetsuppgifter och hur länge du arbetat med dessa. Hur många 

underordnade har du/är ni på din avdelning? 

 

Följande del av intervjun kommer handla om hur företaget/du som anställd hanterar 

kunder som missköter sig på sociala medier och varför det görs på just detta sätt. 

 

4. Vilka sociala medier använder företaget/du som anställd? 

5. På vilka sociala medier har företaget/du som anställd upplevt situationer med kunder 

som betett sig illa mot företaget? 

6. Har företaget/du som anställd upplevt någon situation där kunder attackerat andra 

kunder på er sida på ett socialt medium? Om JA: I så fall på vilket medium? 

7. Hur vet de anställda/ du som anställd hur dessa situationer ska hanteras? 

 

Den avslutande delen av intervjun kommer handla om hur företaget/du som anställd 

delar information med övriga anställda. 

 

8. Efter en incident med en kund som betett sig illa mot företaget på sociala medier, hur 

ser efterarbetet ut med denna situation? Ni valde att göra på det här sättet...varför då? 

Sprids denna information vidare i företaget?...I så fall hur? Finns det något du tycker 

kan ändras så anställda kan dela information på ett mer effektivt sätt? 

9. Om JA på fråga 6: Hur ser efterarbetet ut med en situation där kunder attackerat 

andra kunder på er sida på ett socialt medium? Ni valde att göra på det här sättet...varför 

då? Sprids denna information vidare i företaget?...I så fall hur? Finns det något du 

tycker kan ändras så anställda kan dela information på ett mer effektivt sätt? 

10. Om NEJ på fråga 6: Finns det strategier för hantering av situationer där kunder 

attackerat andra kunder på er sida på ett socialt medium? Om INTE: Finns det någon 

plan för att utveckla strategier för detta? 

 

Har du någonting att tillägga? ...Då vill vi tacka för din medverkan och att du tog dig 

tid att besvara våra frågor. Vi kommer att sammanställa resultaten och återkommer så 

du får ta del av dem innan vi publicerar studien. 
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APPENDIX V: Interview guide 
 

<Here we will provide information regarding the structure of the interview, estimated 

length as well as the purpose of the study.> 

During the first part of the interview we will ask a number of questions that will cover 

information about your role and function at the organization, in order to get 

information regarding your personal background. 

 

1. What is your position at the company? 

2. How long have you been employed at this company? 

3. Tell us about what you do at the company and for how long this has been your 

responsibilities. How many subordinates do you have/are you at your department? 

 

The following part of the interview concerns how the organization/you the employee 

handles customers that misbehave on social media and why it is done in this particular 

way. 

 

4. Which social media does the company/you the employee use? 

5. In which social media has the company/you the employee experienced situations 

where customers misbehave towards the company? 

6. Has the company/you the employee experienced a situation where customers attack 

other customers on the organizational social media channel? If YES: In that case on 

which social media? 

7. How do the employees/you the employee know how to handle this type of situation? 

 

The last part of the interview will cover how the organization/you the employee share 

information with other employees.. 

 

8. What does the company do after an incident where a customer has misbehaved 

towards the company on social media? You chose to pursue the method of... why? Is 

this information spread within the company? ...In that case how? Is there anything you 

think could be changed so that employees may share information more effectively? 

9. If YES on question 6: What does the company do after an incident where customers 

attack other customers on social media? You chose to pursue the method of... why? Is 

this information spread within the company? ...In that case how? Is there anything you 

think could be changed so that employees may share information more effectively? 

10. If NO on question 6: Do you have strategies for situations where customers attack 

other customers on the organizational social media channel? If NO: Do you plan to 

develop such strategies? 

 

Do you have any concluding remarks? ...Finally we want to thank you for your 

participation and that you took the time to answer our questions. We will compile the 

results and get back to you so that you may review them before we publish the study. 
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