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Abstract  

 
The introduction of the Internet and computers into the work environment have changed the news 
industry. New models of revenues for spreading the news, and the reachability and accessibility of the 
news has grown tremendously. These implications have influenced the way media company’s 
employees have to work, from multi-skilling to communicating with each other efficiently. This 
research seeks to investigate the current state of the internal communication flow in a Swedish media 
company called Hallpressen AB and to find opportunities for improving the internal communication 
flow inside the company. In order to fully understand the existing situation in the company, the 
authors observed nine of the company’s departments, held 14 interviews with managers and executive 
committee members, and conducted two focus groups. Based on the data collection, the authors 
created a communication channel model of the existing communication inside the media company, 
and performed a qualitative content analysis to summarize the findings from the observations and 
interviews. The focus groups were performed in order to examine an existing communication tool 
called “Slack”, and to understand the general perception that the company’s employees held of it. From 
the findings, the authors suggested possible improvements for the company’s internal communication 
flows. First, what could be improved in the management of communication inside the company, such 
as opening of a communication department or hiring an internal communicator. Second, what could 
be improved in already existing communication channels, such as creation of special part on the 
intranet for every department and etc.  
 
Keywords: Internal communication, communication channel, corporate communication, 
communication audit, media company, instant messaging, intranet, email.  
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1 Introduction 

In the 21st century, organizations are striving to become more adaptable to the changing 
environment, to become more modern. Zakaravicius (2012) argues that a modern organization 
has to be developing, learning, socially responsible, ensuring social security and structurally 
mobile. In order for organizations to improve as an organization, they have to adapt to the new 
communication environments. Cowan (2014) expresses the problem that many organizations are 
still using 20th-century communications approaches to communicate to a 21st-century audience. 
To achieve communication connectivity in an organization Dahlin and Ekman (2012) suggest the 
use of contemporary information technology (IT).  
 
After the creation of the Internet, printed newspaper readability has decreased. “Reading 
newspapers online is nothing new” (Noack, 2001, p. 1). Over a nine-year period, from 2000 to 
2008, Salami and Seamans (2014) have conducted a study, which consisted of readability scores 
for articles produced and published in a set of over 700 newspapers. They discovered a positive 
relationship between Internet penetration and newspaper readability. Since 2001, printed 
versions of newspapers dropped from second to third most important source of news, while the 
Internet went from fourth to second most important source. Financial Times (2008) stated that 
there was a collapse in confidence in the sector’s ability to reinvent itself for the digital age. The 
owner of the LA Times and the Chicago Tribune filed for bankruptcy, while the New York Times 
saw new revenues in online advertising. 
 
Restructuring was needed in the media industry and with the extensive change management that 
was required came the need for good internal communication (IC). Smith and Mounter (2008) 
found that change management and IC in the beginning was considered as the same thing, but 
later derived as two different concepts. “The purpose of internal communication is to assist 
people in an organization to work together and learn together in pursuit of shared goals and/or 
the mutual creation of value” (Clutterbuck, Hirst and Cage, 2002, p. xxiii). Good IC function in 
an organization informs and engages employees and “an informed and engaged workforce 
produces better results” (Smith & Mounter, 2008, p. 2). Cowan (2014) draws a similar conclusion 
that a well-informed workforce is a productive workforce.  

1.1 Problem 
The purpose of this thesis is the empirical investigation of the complexity of IC and information 
flows of a Swedish media company called Hallpressen AB. Many other researchers have studied 
the topic of IC (e.g., Argenti, 2003; Cornelissen, 2008; Smith, & Mounter, 2008; Cowan, 2014; 
Welch, 2015). The study of this literature revealed that there is a gap of IC studies focusing on the 
perspective of electronic channels and its use in companies. Current research focuses on IC as a 
code of conduct, vision, goals and the mind-set passed on to the employees through different 
levels of the organization.  
 
On the topic of IC, Holtz (2004) as well as Smith and Mounter (2008) share same assumptions. 
Smith & Mounter (2008) discuss the use of e-mails, telephone texting and social media 
(Facebook, Myspace) to enhance IC. Holtz (2004) argue that intranet is a substantial part of a 
good IC function. With the various availability of free of cost channels for IC, these ideas might be 
considered outdated. Currently more communication channels are available and this changes the 
significance of their findings. 
 
This thesis aims to solve the problem of a knowledge gap related to IC with focus on the Swedish 
media company Hallpressen AB, located in Jönköping. The focus of the media company is to 
provide recent events and important news to the readers and to include advertisement of their 
customers in the printed newspaper and the online news websites. “Internal communications is 
one of those functions that everyone thinks they can do well” (Smith & Mounter, 2008, p. 12). 
This creates the illusion inside a media company to be efficient in communication and providing 
everyone with the needed information. The aspect of providing information as a business model 
and the establishment of efficient internal communication channels, are two different things. 
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1.2 Purpose and Research Questions 
The purpose of the thesis is to investigate how the internal communication in Hallpressen AB is 
performed and make suggestions for improvements. Through observations, interviews, focus 
groups, data analysis of the results, and based on academic literature the authors will create a 
clear view of the present situation in the case of Hallpressen AB. 
 
Based on this research purpose the following research questions (RQ) are formulated: 
 
RQ1: What is the current situation of internal communication at Hallpressen AB? 

 
RQ2: Where are the opportunities to improve information flow and establish more efficient 
communication channels? 
 
RQ3: What IT solutions currently exist and could be implemented to facilitate the internal 
communication flow in Hallpressen AB? 
 

1.3 Delimitations 
The study focuses only on the specific case of the media company Hallpressen AB. The 
headquarters of this company are based in Jönköping and smaller departments are located in the 
Småland and Västergötland regions. The company solely operate in Sweden, so the geographic 
focus is only on one country. 
 
The employees of the company communicate internally and externally only in the Swedish 
language. Only one of the authors has previous knowledge in Swedish, so the communication with 
Hallpressen AB was mainly conducted in English. In some cases, the communication had to be 
performed in Swedish, because of the lack of English knowledge by the employees. There is 
therefore a slight possibility that misunderstanding might have occurred.  
 
The idea of the authors was to do a quantitative analysis of emails to measure response time, the 
amount of emails received and to categorize the content of the emails. Due to the Swedish law, 
the accessibility was restricted in order to keep the anonymity of journalists’ sources. 
 
The study focuses only on investigating IC flows in the organization. The topic of the thesis does 
not cover the change management and leadership style. 

1.4 Definitions 
In literature, the two concepts of “internal communication” and “corporate communication” bot 
cover internal communication in companies. 
 
Corporate communication is a broad and complex concept with many different definitions in the 
academic literature. Riel and Fombrun (2007) define it as a “coherent approach to the 
development of communications in organizations, one that communication specialists can adopt 
to streamline their own communications activities by working from a centrally coordinated 
strategic framework” (p. 22). The definition used in this study is as follows: 
 

“Corporate communication is a management function that offers a framework for the 
effective coordination of all internal and external communication with the overall purpose 
of establishing and maintaining favorable reputations with stakeholder groups upon which 
the organization is dependent” (Cornelissen, 2008, p. 5). 

 
Internal communication is defined as “communication with employees internally within the 
organization” (Cornelissen, 2008, p.195). The definition of IC concept used in this study, was 
based on our literature review: 
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“Internal communication is the strategic management of interactions and relationships 
between stakeholders at all levels within the organization (Welch, 2015, p. 5), through verbal 
communication and technical applications to facilitate the process of information flow as a 
two-way process”. 

 
In academic literature the concept of internal communication is sometimes used as internal 
communications. Even though the difference seems minor Smith and Mounter (2008) explains 
the difference: 
 

“‘Internal communication’ as the act of communicating internally, while ‘internal 
communications’ is the function which helps deliver it” (Smith & Mounter, 2008, p. 10). 

 
The concept of information flow is in literature defined as:  
 

“The movement, control, and direction of data or messages within systems” (Chandler & 
Munday, 2011, p.133). 
 

In the context of the media company the authors will use concept of information which is 
connected to the information flow. The authors define information as follows: 

 
“Information is the content of messages and documents transferred through the information 
channels.” 

 
The definition of communication channel used it in this thesis is: 
 

“The medium or route through which a message is communicated to its recipients, the most 
common channels being face-to-face communication, telephone, films, Internet, television, 
radio, and the printed media, including newspapers, books, and magazines” (Colman, 2009). 

2 Theoretical Framework 

In this section, the authors will present the theoretical framework of the thesis. Based on the 
literature review, the current situation in the media companies is illustrated concerning the shift 
from print to digital newspapers. Second, the aspects of corporate communication will be 
explained, which will also involve IC. Third, the authors will present existing communication 
models and technologies, used to facilitate communication processes in companies. The structure 
of the theoretical framework is divided into five parts, namely media companies, corporate 
communication, communication models, corporate communication technologies and the 
knowledge gap.  

2.1 Media Companies 
The constant technology development is changing the daily communication flows in all parts of 
society. According to Cowan (2014), people will never be less transparent, will have less 
information and will be less connected as they are today. The Internet has led to changes in 
accessibility, productivity and circulation of information. This development is also changing the 
business side, the distribution of goods and services. Flavian and Gurrea (2007) express that one 
of the sectors, which has been mostly affected by these changes, is journalism and particularly the 
newspaper industry. It has brought many advantages to the sector, Flavian and Gurrea (2007) 
discuss the speed with which news reaches the reader, the low cost of distributing information, 
and the opportunity to establish more direct contact and interaction with users. Lee-Wright, 
Phillips and Witschge (2012) explain that in the mid-1980s, the manufacturing of newspapers 
would take hours and the content in them would only represent the information, which consumers 
had the possibility to see the previous night on television broadcast. Comparing the situation back 
then and now, there is an exponential growth in the reach and the speed of current news to the 
audience. “Digital drove everything faster - not because it had to be faster, but because it could 
be faster” (Lee-Wright, Phillips & Witschge, 2012, p. 89). Another advantage is the quantity of 
current information and a large range of additional services of digital newspaper websites. Flavian 

http://www.oxfordreference.com/view/10.1093/acref/9780199568758.001.0001/acref-9780199568758-e-0628
http://www.oxfordreference.com/view/10.1093/acref/9780199568758.001.0001/acref-9780199568758-e-1712
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and Gurrea (2007) point out the access to archives, forums, chats, search engines, classifieds, 
weather forecast and even the possibility of RSS services, which provide notification function to 
alert the user in a matter of seconds after news being published.  
 
As these changes brought advantages to the sector, it also had a negative impact. Media companies 
that were focusing mainly on their printed newspapers had to shift their focus and restructuring 
of the company and the business model itself was needed in order to survive. Saltzis and Dickinson 
(2008) explain that already in the 1980s when computers were introduced into newspaper 
newsrooms, it immediately added more tasks for editors and journalist, and even made some 
traditional roles redundant. The other disadvantage is that the number of readers of print media 
is declining, and so is also the revenue from advertising (Graham & Smart, 2010; Bird, 2009). 
Although regional newspaper industries are moving to the digital newspaper format while at the 
same time not discarding the printed version, they are struggling to cover the drop from print 
advertising with the revenue from online advertising. Flavian and Gurrea (2007) address another 
disadvantage, that some companies are avoiding the digital medium due to the fear that it will 
affect sales made through traditional media negatively. This is done although in some cases the 
sale of goods and services could be diverted to some extent through the Internet, particularly when 
it would offer additional advantages for the target group. Therefore, Graham and Smart (2010) 
state that media companies have to adapt to the new situation and provide the news through the 
available digital media.  
 
Media companies are working in a constantly developing environment, where they have to adapt 
to new media and try to reach the majority of the readers. Therefore, journalism itself has 
changed. Kawamoto (2003) indicates that the work of journalists has changed from the 
perspective of how the audience have to be informed about what is happening in their 
environment. Saltzis and Dickinson (2008) suggest that some of the traditional roles have become 
redundant. Therefore, journalists have to secure their working positions by becoming multi-
skilled workers (Saltzis & Dickinson, 2008; Kawamoto, 2003; Lee-Wright, Phillips & Witschge, 
2012). Saltzis and Dickinson (2008) explain that multi-skilled journalism as a result of 
management led by economic decisions, while Lee-Wright, Phillips and Witschge (2012) argue 
that it derived from many different media technologies being placed on the single platform of the 
Internet. “The digital medium presents the immediacy of radio, the wide-ranging and in-depth 
information offered by the press and the impact of images on television. All these aspects 
configure a complete journalistic offer.” (Flavián & Gurrea, 2007, p. 4). The advantage of multi-
skilled journalists as depicted by Lee-Wright, Phillips and Witschge (2012), is that journalists will 
be able to shift effortlessly from print, to camera work, to audio and back. As a result, the journalist 
would have more influence and creativity shaping their individual work. On the other hand, 
Saltzis and Dickinson (2008) argue that this raises a significant concern about weakening the 
quality of the news, as a consequence of increased work load, increased pressure and decreased 
focus on journalism.  
 
Graham and Smart (2010) put forward another aspect of the changing journalism, the co-creation 
of the news with user-generated content. This is also specified as “citizen journalism” (Deuze, 
2009; Bird, 2009; Kawamoto, 2003). Graham and Smart (2007) believe that as citizens already 
have the possibility of creating content through blogs and social media, the journalists should take 
it as an opportunity to work with the consumer as a co-creator of news. “Today the audience is 
not just a mass market to transmit messages to – it is also an increasingly segmented and 
fragmented public to collaborate with in the co-creation of content and experiences.” (Deuze, 
2009, p. 6). On the other hand, Bird (2009) considers citizen journalism more as a negative aspect 
for the quality of news, and believes that it would downturn the job market for trained journalists. 
“Effective democracy requires the existence of news organizations that employ professional 
journalists who know how to report new information, not merely recirculate it.” (Bird, 2009, p. 
3). Therefore, Bird (2009) believes that citizen journalism should be left as no more than a 
commentary on news created by professional journalists.  
 
The media company, studied in this thesis, has encountered previously discussed challenges. 
Therefore, the authors assume that most of the media companies encountered or will encounter 
the same challenges, in the shift from print to digital media.  
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2.2 Communication inside the company 
Communication inside companies and organizations is often described in research as either 
“corporate communication” or “internal communication”. In this chapter, we firstly present 
literature from the area of corporate communication. Secondly, literature on internal 
communication is described. Thirdly, we summarize the dichotomies of centralized/decentralized 
communication and upward/downward communication. 

2.2.1 Corporate communication 

Corporate communication is a broad and complex concept, which consists of many functions. 
Cornelissen (2008) argues that the main functions of corporate communication are specialization 
of corporate design, corporate advertising, internal communication, issues and crisis 
management, media relations, investor relations, change communication, and public affairs. 
Argenti (2003) furthermore stress the importance of these functions, based on a PRWeek’s 
corporate survey from 2002, which was performed in corporate communication departments to 
understand the functions they are responsible for. The findings showed that 13 functions were 
used by more than 25% of the companies. The four mostly used functions were media relations 
(98%), crisis management (79%), internal communication (72%) and special events (70%). In 
order to control these functions, Argenti (2003) suggests companies to establish a corporate 
communication department, which would consist of corporate communicators. They would 
report to a vice president of corporate communications, who would then report directly to the 
CEO.  

 
The corporate communicator (Argenti, 2003; Gillis & IABC., 2011) is a position in a company, 
suggested to carry out and manage the corporate communication functions. The main 
responsibility of this position is to manage communication that supports organizational goals and 
objectives, ensures a proper flow of needed information to the right employees at the right time, 
is consistent with all the organization’s activities, is open and honest, and avoids or mitigates 
potential crisis. Riel and Fombrun (2007) discuss responsibilities that fall under the corporate 
communication department, such as to improve the profile of the company behind the brand, to 
develop initiatives which would synthesize company’s desired identity and brand features, to 
divide communication tasks, to create effective procedures to facilitate decision making in 
communication related matter, and to mobilize internal and external support behind corporate 
goals and objectives.  
 
In the empirical study of the thesis, the authors will mainly focus on the IC function, which is a 
part of corporate communication, and the challenges of the media company presented in this 
thesis.  

2.2.2 Internal Communication 

Internal communication (IC) in media companies is influenced by the development of new 
technologies and the spread of the Internet in a similar way as in the business side. “Internal 
communication is defined as communication with employees internally within the organization. 
The advent of new technologies (e.g., Internet blogs, emails) has meant that messages to 
employees do not always remain 'inside' the organization. These new technologies have blurred 
the boundaries between 'internal' and 'external' communication” (Cornelissen, 2008, p. 195). 
This shows the challenges that organizations face to deal with IC and to control the distribution 
of information spread by means of the Internet. Full control of the information, as in the past, is 
no longer possible, and IC needs to adapt to this development. 
 
Welch and Jackson (2007) apply a stakeholder approach to IC and identify gaps in the academic 
literature in the definition of IC and how IC can make companies more effective. Most researchers 
of IC are defining IC as a part of organizational communication and not as a part of corporate 
communication. The field of study of organizational communication is focused on the 
communication, organizational behaviour, symbolic use of language, organizational function, 
goals, context of the organization and the communication process. Organizational 
communication is described as an abstract phenomenon of communication, while corporate 
communication focuses on the communication as an instrument for the management of 
employees and information. The stakeholder approach describes stakeholders as a group or a 
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person who is affected or affect organizational objectives. “Managers have long recognized the 
importance of internal communication. However, it is seen from the perspective of management 
rather than the employee.” (Ruck & Welch, 2012, p. 1). With these perspectives, managers are 
focusing on IC as a top-down information flow but “the communication must be a two-way 
process” (Argenti, 2003, p. 127). Effective IC allows a constant flow of information and feedback, 
which also allows a bottom-up information flow. Based on this literature the authors of this thesis 
have defined IC as follows: 
 

“Internal communication is the strategic management of interactions and relationships 
between stakeholders at all levels within the organization (Welch, 2015, p. 5), through verbal 
communication and technical applications to facilitate the process of information flow as a 
two-way process”. 

 
Argenti (2003) provides goals for effective IC in order of their importance, the following: 

1. To improve morale and foster goodwill between employees and management. 
2. To inform employees about internal changes such as a reorganization or staff 

promotions.  
3. To increase employee understanding of the company and its products, organization, 

ethics, culture, and external environment.  
4. To change employee behaviour toward becoming more productive, quality oriented, 

and entrepreneurial (Argenti, 2003, p. 129). 

 
Through achieving these goals, an organization is becoming more effective in IC and this is seen 
as one of the main sources for business success. However, Argenti (2003) do not further define 
what is meant by business success. In contrast, Tourish (1997) describes the relationship of 
effective IC and business success. Good internal relationships between managers and staff is a 
three times more powerful indicator for business success than the combination of the variables of 
market share, capital intensity, firm size and sales growth rate. “Evidence suggests that effective 
internal communications brings large-scale organizational benefits and are essential to achieve 
and maintain corporate success. In a wide-ranging review of the research, conclude mat the 
benefits obtained from high quality internal communications included improved productivity 
and higher quality, reduced costs and increased levels of innovation.” (Tourish and Hargie, 1996, 
p. 3). Tourish (1997) means that effective improvement of IC is characterized by its simplicity. 
Simple improvements like weekly meetings with staff increase the employees’ engagement and 
these simple improvements need to be continuous. Two main factors of effective IC are 
commitment of top management and increase of the general flow of information through informal 
communications. An increase in the general information flow satisfies the curiosity of the staff 
about general management issues, and sharing this information raise staff confidence in senior 
managers. Tourish (1997) refers to the increase of general information flow as a solution of 
employees viewing the situation in a more negatively than it really is. However, Tourish (1997) 
does not define the amount of information and does not refer to the negative aspect of information 
overload. 

 
The rapid development of technology decreases the value of technological advantage for the 
organization and increase the value of employees as ambassadors of the organization and source 
of business success. An employee who is engaged and has trust in the company, is producing 
better results, is delivering better service and is generating better satisfaction of the customer 
(Mishra, Boyton & Mishra, 2014). Mishra, Boyton and Mishra (2014) describe the connection 
between IC as face-to-face communication, trust and employees’ engagement. IC has a high 
influence in building a culture of transparency in the company and is increasing the engagement 
of employees to fulfil organizational goals. “Good quality internal communication enhances 
engagement and emphasize that employees need clear communication from senior 
management to understand how their own roles fit with the leadership vision.” (Welch, 2011, p. 
12). T9he understanding of their own role and the leadership vision is only possible in a company 
that emphasize transparency in internal communication.  

 
Argenti (2013) argues that informal discussions between employees and supervisors only is 
possible if the employee’s need for security and information is satisfied. This kind of discussion is 
a source of employees’ feedback for the managers and it increases the trust of the employee in the 
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management of the organization. If a company is leaving out the lower-level employees in the 
decision process, then the employees feel alienated and are not open to changes within the 
company (Argenti, 2003). The inclusion of employees in discussions and the organizations focus 
on IC, are the two main reasons to build the employee’s identification with the company, establish 
trust, supply with timely and reliable information, and increase the general motivation, especially 
in times of change (Dolphin, 2005). Dolphin (2005) observed major UK firms with a focus on IC 
as part of the communications strategy and the management of relationships between the 
organization and employees. A corporate communications strategy without communication with 
the internal audience, cannot be complete. The messages shared with the employees need to be 
aligned with the external image of the company and treat the internal audience no different than 
an external audience. Providing the employees with timely and complete information fulfils the 
information needs of the employees and increase the organizational excellence and effectiveness.  

 
Through advanced technology, there are currently more communication channels than ever 
before. The challenge for organizations is to choose wisely among communication channels, to 
provide employees with information considering the message and target employees’ preference 
for communication channels. Clampitt (2005) describes rich channels as the best way to build 
relationships, to manage conflicts, and to handle complex tasks. Rich and lean channels are two 
ends of one continuum. Rich channels are transferring rich media, like face-to-face discussion 
and lean channels are transferring lean media, like impersonal flyers. Telephone, e-mail, video 
conferences, chat, and other channels are placed in the continuum between the latter two. Lean 
channels should be chosen to distribute unambiguous and clear-cut information, and rich 
channels should be chosen to share knowledge. 

 
The idea of rich channels for building relationships between employees and management is 
supported by a number of other researchers (Men, 2014; Welch, 2011; White, Vanc & Stafford, 
2010). Men (2014) describes that information-rich face-to-face channel is the best tool for leader 
to establish employee satisfaction. Welch (2011) describes employees’ preference of 
communication channels and the result is that teams and project members prefer face-to-face 
communication and email. Employees prefer different kinds of media for different kinds of 
information. Millennial employees prefer traditional internal media and social media in their 
private life. Men (2014) found that social media channels of web 2.0 were not facilitated for 
internal symmetrical communication. One possible reason for this is that the companies of the 
study were not using social media widely in the organization. Men (2014) hence put forward the 
argument that social media is a two-way and open communication channel and that more 
research is needed to better understand the relationship between social media channel and 
effective IC. 

 
White, Vanc and Stafford (2010) examines the information flow from top executives and 
employees’ communication preferences. According to their findings, all groups of employees 
prefer face-to-face communication despite being acknowledge as time-consuming. Electronic 
channels can be used to flatten the hierarchical structure of IC and allow employees to get the 
sense of hearing information first-hand from the top management. According to White, Vanc and 
Stafford (2010), getting a large amount of information does not mean to get the right amount of 
information. Effective IC aims for information adequacy and this is a measure of the relationship 
between information need and information received. Many employees prefer email as their main 
source for information and receive a large amount of messages daily. White, Vanc and Stafford 
(2010) view asynchronous communication as an advantage of email. The sender and receiver are 
not restricted to real-time communication as in face-to-face communication and conversation 
over the telephone. The disadvantage of email is the lack of information richness. 

 
Tourish and Hargie (1996) found that employees mostly value rich channels and that the highest 
level of communication exists in small teams. They continue to describe the social interaction and 
high level of IC as a source for high productivity of small teams “(...) in problem solving and goal 
attainment, as well as engendering greater member satisfaction. The inherent danger, however, 
is that such team members tend to identify, particularly, more closely with the team than the 
company itself.” (Tourish and Hargie, 1996, p. 3). To solve this problem, it is important for 
companies to implement internal branding and enhance employees’ willingness to identify 
themselves with the company.  
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As mentioned before, employees’ engagement is built up through trust and transparency. Another 
option to increase employees’ engagement is through a better identification of the employees with 
the company. “Just as external branding campaigns aim to create emotional ties among 
consumers to your company, internal branding’s goal is to do the same with employees. 
Focusing attention on this important area will generate improved employee morale and, 
ultimately, better results for the company” (Argenti, 2003, p. 137). Argenti (2003) argues for 
internal branding as a solution, if a communication audit identify a low morale of employees or 
employees are not identifying themselves with company’s vision and goals. 
 
“The concept of internal branding represents a cultural shift within an organization, in which 
employees become more customer focused and more business focused. “(Gillis & International 
Association of Business Communicators., 2011, p. 231). This cultural shift is connected with 
companies viewing their employees as the most valued asset and ambassadors of the company’s 
brand. The alignment of the external and internal images allows companies to increase the 
identification of internal and external stakeholders with the company. This is possible through 
alignment of external advertising and IC channels like intranet, email, training videos and more. 
 
A company concerned with IC and how it can effectively influence the employees’ engagement, 
needs to firstly understand the present state of IC in the company. Managers need to know how 
the communication system is working and if important information is not arriving at the target 
audience. If so, the managers need to detect the blockade and handle it (Tourish & Hargie, 1996). 
“The best way to assess the effectiveness of a company’s internal communication effort is by 
determining what employees’ attitudes are about the firm. This can be done through a 
communication audit.” (Argenti, 2003, p.128). Clampitt (2005) explains how a company should 
perform a communication audit. First, carefully consider who should conduct the assessment. 
Here, Clampitt (2005) propose an independent consultant. This allows the employees to talk 
about their experiences of communication freely. Additionally, an outside observer is more 
objective in analysing the results. Second comes the choice of proper methods and tools. The 
combination of different methods reduces the amount of blind spots in analysing the situation. 
The third aspect is to assure confidentiality of employees’ statement and get full support from the 
top management. The last aspect is the careful interpretation of the findings. The auditor should 
not focus on a single statement of a single employee. 
 
As mentioned previously, trust and transparency are identified as sources for employee’s 
engagement and success of a company. Hargie, Tourish and Wilson (2002) have identified 
communication audits as on-going processes that leads to a better understanding of the 
relationship between key variables, such as uncertainty and trust, and the impact of specific 
management actions. This also allows developing a coherent communication strategy. Moreover, 
the communication audit is a useful tool for researchers to identify the influence of organizational 
initiatives. 

2.2.3 Centralized/Decentralized Communications 

Argenti (2003) argue that one of the main concerns in communication is if an organization should 
centralize or decentralize the communication. A centralized approach suggests to keep all 
communication performed by one senior officer at headquarters, while decentralized allows 
individual business units to have control of their communication activities. The latter approach 
provides more flexibility to the business units, but at the same time, if no one monitors the 
communication activities, there is a potential risk of inconsistent messages. Therefore, Argenti 
(2003) suggests a mix of the two approaches. “A strong, centralized, functional area can be 
supplemented by a network of decentralized “operatives” who adapt the function to the special 
need of the independent business units.” (Argenti, 2003, p. 41). 

2.2.4 Downward and Upward Communication 

The information flow and communication in an organization have generally two directions; 
downward and upward Cornelissen (2008), which will be described in the text below. 
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The downward communication is composed of a digital and verbal method to inform staff about 
the organization, the performance of the organization and their own performance. The downward 
communication is the flow of information from the top of the organizational hierarchy and briefs 
the employees with the most important and valued information. This form of communication is 
mostly executed through mass media channels, like email, posters and general staff meetings. On 
the other hand, the upward communication includes information and feedback of the employees 
sent upwards to the management of the organization. The messages consist of information about 
the employees, information about colleagues, feedback of organizational practice and information 
about tasks and procedures. Upwards communication is important for the management to receive 
new ideas, feedback about the working environment and critiques of the changes in the company. 
This upward information can be used by the management to reduce change resistance, and to 
improve the company’s efficiency and effectivity. Upward communication is normally utilized in 
direct communication with the management. Good relationship with the management and trust 
in the management, increase the upward communication and employees are more open to give 
feedback.  

 
The upward communication is a common concern of IC and this is supported by the results of 
Robson and Tourish (2005). In a communication audit, Robson and Tourish (2005) revealed 
opportunities to improve upward communication in companies. These opportunities include 
more face-to-face communication, especially between managers and employees, as well as more 
communication about crucial change issues. 

2.3 Communication Models 
Clampitt (2005) describes three managerial communication style approaches. Two of the 
communication style approaches are: arrow and circuit. “They (arrow managers) see 
communication as a one-way activity based primarily on the skills of the sender. Receivers of 
messages are viewed as passive information processors.” (Clampitt, 2005, p. 5). The circuit 
managers view communication as a two-way process and focus on the understanding of the 
message. Clampitt (2005) combines both approaches into the dance approach. Through the 
combination, the dance manager designs the communication style and chooses the channel 
according to the goals and context of the situation. 
 
Clampitt (2005) suggests a model to choose a channel, which fits what the sender want to 
highlight in the communication. The model differentiates between who channel with focus on the 
communicator and what channel with focus on the message. An example of who channel is a face-
to-face meeting, where the participants see the role and hierarchy difference. What channels are 
e-mail and chats and the focus is on sharing information and ideas. A study showed that 40% of 
the users did not know the gender of the sender and 32% had no knowledge about the hierarchical 
position of the others in a chat conference.  
 
Moreover, Clampitt (2005) is focusing on the selection and the use of communication 
technologies. Clampitt presents a four-element model (Figure 1) for selecting appropriate 
technology. It is based on the traditional sender (S), message (M), channel/technology (C), 
receiver (R) communication model. The goal of the model is to align all four elements and 
establish the most effective way of communication. Clampitt compares it to a one-armed bandit 
where the manager tries to hit “a row of cherries” and instead of chances, the manager uses skill 
and insight. 
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Figure 1: SMCR model  
 
Five questions are suggested as a test to align the four elements. The S-M test is aligning the 
sender’s objectives compatibility with the attributes of the intended message. The M-C test is 
aligning the message compatibility with the channels utilization. The S-C test aligns the sender’s 
objectives compatibility with the type of channels utilization. The M-R test aligns the message 
compatibility with receiver’s characteristics. The C-R test is aligning the channels utilization 
compatibility with the receiver’s characteristics. Even with only five possibilities per element, 
there exist 625 possible combinations. The questions reduce the probability to fail in structuring 
a successful communication. 

 
Belasen (2008) presents a network model (Figure 2), which shows the relationship between 
different communication factors, goals and networks. Just as Argenti (2003) views the 
communication process as circle, so does the network map present the cyclical relationship of the 
factors as an ongoing process and organizational goals and communication activities interact with 
each other.  
 
Belasen (2008) views effective communication in an organization as the understanding of the 
dynamics of the relationships between internal and external contacts. Focusing on informal 
networks in an organization is a necessity for top executives to contribute to the organizational 
productivity. The top executives have an opposite view of these informal networks and perceive 
them as blockers of efficiency and productivity. Understanding the different webs of 
communication allows to transfer ineffective informal networks into productive ones and to 
achieve better the goals of upper management. The network map displays a cyclical relationship 
among communication factors, goals and networks and this relationship suggest an ongoing 
process of interactions between organization goals and communication activities. 
 
The network map presents the role of corporate communication in multiple and overlapping 
activities to deliver different communication functions. The role of central connectors (CC) is to 
distribute information and knowledge in the network. This role is not elected officially, but gained 
through communication abilities. If this role is over-utilized, it becomes the bottleneck of the 
information inside the organization, and the upper management needs to reallocate 
responsibilities. The role of boundary spanners (BS) is connecting different parts inside and 
outside the organization. The main task is to connect different areas of functionality and 
specialization and create cross-functional relationships. The role of information brokers (IB) is to 
create coherent communication among different subunits of the organization and remove 
irrelevant information from the communication flows. The role of peripheral specialist (PS) is to 
be an outsider and expert in particular communication areas. The outsider’s view allows this role 
to stay on top of the most current information, else a closer involvement in the organization 
diminishes the advantage of this role as an effective expert. 
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Figure 2: Network map 

 

2.4 Corporate Communication Technologies 
Cornelissen (2008) expresses how technology has facilitated communication in the working 
environment, as employees have no obstacles of long distance collaboration with other employees. 
“Employees are now often connected to each other by electronic means rather than by close 
physical proximity.” (Cornelissen, 2008, p.196). Holtz (2004) agrees that technology has 
changed the working environment and the employees have embraced these tools, arguing that 
print is too expensive and face-to-face is too time consuming. Gillis and IABC (2011) explain that 
there are no limits, to which employees can be connected today. Working hours have changed 
from usual working hours to 24 hours a day, seven days a week, in the context of technologies 
given reachability. Employees can access their work documents through their home devices that 
range from laptops to iPads. Gillis and IABC (2011) suggest that the millennial generation has 
grown up with such connectivity and do not distinguish the boundaries between work and private 
life. The new generation of employees can work anywhere at any time. In this section, the authors 
will present the changes brought by technology from the corporate communication perspective. 
 
Argenti (2006) explains how technology and the Internet changed the environment of corporate 
communication. Companies are now able to reach out to more people and deliver more 
information with the fraction of the previous cost. At the same time, organizations have lost 
control over information dissemination. With the great range of available tools, such as digital 
employee newsletters, collaborations systems, electronic news displays, emails, intranet, video 
conferencing, podcasting (Gillis & IABC., 2011; Cornelissen, 2008), managers have great 
difficulties choosing the most suitable one. Argenti (2006) defines this as an era of new modern 
challenges. Therefore, Argenti (2003) suggests that companies should establish in-company 
regulations, with the help of a corporate communication department, which would suggest the 
most appropriate communication channel in accordance to the nature of the message. 
 
Cornelissen (2008) distinguishes two central areas of IC, in accordance to the use of 
communication technologies within organization: These are management communication and 
corporate information communication systems (CICS). In the communication of the management 
Cornelissen (2008) notices that managers increasingly use emails, video conferencing and 
enterprise software. In the CICS area, information is disseminated through mainly intranet and 
emails. The tool used for distributing information in both areas is email. Hewitt’s (2006) findings 
state that emails have overall less influence than conventional face-to-face communication, 
although the use of email shows a positive influence on the communication climate, shared 
objectives and goal alignment, and perceived external prestige. Jaska and Werenowska (2014) 
conducted a study in a Polish media organization in order to evaluate the effectiveness of internal 
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communication tools. 136 employees participated in a survey and the results showed that email 
was the most commonly used channel for electronic communication. Holtz (2004) describes 
email as the only electronic form of communication, which could be pushed onto the employees. 
In Hewitt’s (2006) article the author applied quantitative and qualitative research methods. The 
author carried out an anonymous online survey, to find out how email can promote effective IC. 
The results showed that employees from the company believe that email is a symmetrical 
communication tool, while the focus group revealed it is an asymmetrical communication tool. 
Therefore, Hewitt (2006) expresses that depending on the company’s management ability, emails 
could be either asymmetrical or symmetrical communication tool.  An asymmetrical 
communication is a one-way communication process and the symmetrical communication is a 
two-way communication process. Therefore, an asymmetrical communication tool only allows 
one way of communication, like a newsletter or a poster. Where a symmetrical communication 
tool allows a two communication and receive feedback from the receiver of the message, like face-
to-face discussion or a telephone call (Welch & Jackson, 2007).  

 
The other communication tool, which is mostly praised of its ability to supplement the effective 
IC, is the intranet. Jaska’s and Werenowska’s (2014) study indicates that the intranet was the 
second most used communication channel in the media organization. Holtz (2004) research 
shows that intranets can enhance return on investment considerably, mainly through changing 
the approach of how the work is being done and increasing productivity in the process. Denton 
(2006) describes the importance of the intranet in organization, considering the accessibility of 
the relevant information for the employees. Lehmuskallio (2006) express that intranet provides 
possibility for quick and cost-effective distribution of relevant information to the employees all 
around the globe. This information could be organizational news, latest guidelines, newest tools, 
etc. Lehmuskallio (2006) explains that many researchers have documented intranets as having 
plenty of advantages such as, speedy and quality data transmission, efficient information storage 
and retrieval, interactive collaboration, cost-effective communication, and technical 
compatibility. One of the largest disadvantages of intranets according to Lehmuskallio (2006) is 
that the decision of which content should be placed on the intranet falls under the responsibility 
of the company’s intranet administrator, who works then as a content gatekeeper. Gatekeepers 
restrict the flow of information by making decisions of what can be placed on the intranet through 
regulations set by the company. This centralized approach might lead to diminished use of the 
intranet, because the information has less relevance to the employees and it may send a top-
down/one-way communication feeling. The other disadvantage pinpoints “that if the trustworthy 
intranet content falls below critical mass, users will perceive the intranet as useless and will 
abandon it.” (Lehmuskallio, 2006, p. 7) Despite these weaknesses, more and more companies rely 
on the intranet as a tool for internal communication. 

 
Gillis and IABC (2011) introduce social media as a communication tool which is being increasingly 
used in companies and organizations. The authors explain that every organization has informal 
networks of communication as employees meet up for after work activities, are sent to workshops, 
go out together for a smoke, etc. These gatherings Gillis and IABC (2011) define as hidden 
organization links, and nowadays these links are mainly occurring in social media. Employees 
create groups, where they share stories, pictures, videos, talk about their work, etc. As these tools 
are already built-in and are free of charge, Gillis and IABC (2011) believe it would be an effective 
communication tool for supplementing the organization’s communication. 
 
Another communication tool that still have not received much attention in corporate 
communication is Instant Messaging (IM). Jaska’s and Werenowska’s (2014) study indicates that 
IM was the third most used communication channel in the media organization. IM is based on 
chat technology and has several features, which makes it useful for organizations as a 
communication channel. Cameron and Webster (2005) describe the main feature of IM as the 
presence awareness capability. This means that it allows users to see the status of others being 
“online”, currently available to receive messages and being “offline”, including the information 
when they were last time using the system. The results of the Cameron and Webster (2005) 
research shows that IM is increasing the collaboration of communication partners and decrease 
the cost of the communication. IM is not replacing the other channels like email and telephone, 
but substitute it and allows employees to stay in contact with each other in a more informal way. 
Cameron and Webster (2005) suggest that an important factor for success of IM in a company is 
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to reach a critical mass of users. However, the critical mass in form of numbers or percentage of 
active users inside an organization is not specified.  
 
IM is mainly used for brief, informal and context-rich interaction to increase the collaboration in 
the company among employees (Vos, Hofte, Poot, 2004). The main interactions are quick 
questions and clarifications, coordinating meetings, and keeping in touch with friends and family. 
Users report an improvement of reachability, but only very frequent users reported an increase in 
work pleasure. Vos, Hofte and Poot (2004) found indicators for individual adoption of IM, such 
as perceived usefulness, self-efficacy, and social contacts influence. Perceived usefulness 
describes how useful users perceived IM and non-users indicated they do not know what IM is 
for. Self-efficacy describes how easy it is to use. Social contacts influence is the peer pressure to 
use IM. 
 
In a study by Lancaster, Yen, Huang and Hung (2007) the goal was to compare the use of IM and 
email among students. The result was that IM was preferred over email because of ease of use and 
building relationships. The use of symbols increased the information content of a message and let 
the sender express emotions. The students preferred IM because of ease of use, but only in 
communication within personal and social relationships. Students preferred to use email for work 
related communication. 
 
IM in an organization has the potential to increase the collaboration among employees, but it has 
also the potential to create overload of information. Rennecker and Godwin (2005) propose a 
model to structure the communication and decrease the probability of information overload and 
individual productivity. The first way is the explicit structuring through training, policy 
statements in form of manuals and user feedback. The second way is an implicit structuring 
among groups of users through group chats and different channels for different topics, and this 
in turn influences how the users use IM. 

2.5 Knowledge Gap 
Based on the theoretical framework presented in this thesis, the authors state that there is not 
much academic literature researching the newly developed communication tools, which are 
available for facilitating communication processes. What sort of impact does these channels have 
on the effectiveness of a company’s IC, when implemented? How can present communication 
channels in the companies be optimized to enhance the company’s IC? Regarding existing 
communication channels and their constant developments, some of the found academic literature 
was already outdated. In addition, there was a lack of information concerning media companies 
and their usage of communication technologies. Media companies, presumably, are not that open 
to sharing challenges that they have endured, regarding technological development in the 
company. This is understandable, since the news industry is competitive and no company wants 
to give out their competitive advantage. 

3 Methods 

In this section, the authors will present the research methods used in this thesis. We consider the 
use of internal communication in the media company as a social issue related to information 
systems, in which human interpretations and meanings are important. As a result, we choose the 
research approach of a single-case qualitative interpretivist case study (Walsham, 1995; Trauth & 
Jessup, 2000). Interpretivist case studies are characterised by different data collection methods 
and frequent field visits to the research site in order to obtain rich data (Walsham, 1995). In a 
research study where both a positivist and an interpretivist approach were used to investigate the 
same research questions, the interpretivist approach was found to reveal deeper knowledge about 
user interaction and about what the interaction consisted of, than the positivist approach (Trauth 
& Jessup, 2000). As a result of our choice of research approach, a number of different data 
collection methods were used in the case study. In the Table 1, we summarize when in the research 
process different data collection methods were used and what they contributed to our research. 
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Table 1: Overview of data collection methods used in the study 

Time period Data collection method Contribution 

January – February 2016 Unstructured observations and 
informal interviews 

Data needed to get an initial 
understanding of the situation in 
the company and to create a 
foundation for semi-structured 
interviews, and focus group 
interviews. 
Creation of Communication 
Channel Model. 

February – March 2016 Semi-structured interviews Data needed to get a deeper 
understanding of the situation in 
the company and to create a 
foundation for suggestions to 
improve internal communication 
flows. 

March – April 2016 Literature review State-of-the-art of the research 
on corporate and internal 
communication 

April 2016 Focus groups and informal 
interviews 

Data needed to get an initial 
understanding of the employees 
perception towards instant 
messaging application “Slack”,  

 
In the following subsections, the authors will describe the data collection and data analysis 
methods for the literature review and the case study more in detail. 

3.1 Literature Review 
In order to retrieve relevant articles and book chapters, the authors used Webster & Watson 
(2002) systematic search approach. “A systematic search should ensure that you accumulate 
relatively complete census of relevant literature.” (Webster & Watson, 2002, p. 4; Levy & Ellis, 
2006, p. 5). This approach consists of three search stages: keyword, backward and forward. 
 
The authors performed a keyword search through the four databases of Sage, Emerald, ProQuest, 
JU library. Two sets of keywords were searched for; Corporate communication & internal 
communication and Media company & digital newspaper. Three out of four databases retrieved 
too many results, the amount of the results varied from 150 to 1000. In order to narrow down the 
relevancy of the articles and book chapters’ filters were used, see Table 2. The overview of the 
systematic search approach can be found in Table 3. 
 
Concerning the quality of the results, Levy and Ellis (2006) suggest being careful to use sources 
which are not peer-reviewed or is practitioner-oriented. Such as the use of professional 
magazines, newspapers, etc. should be restricted, considering the lack of scientific peer-review. 
Therefore, all articles and book chapters in this thesis were shortlisted by reading the title and the 
abstract. After shortlisting 56 relevant articles and book chapters, the theoretical frameworks 
were read carefully in them and with the help of Google Scholar provided citation index ratings 
with a minimum five citations in each publication, 28 articles and book chapters were selected.  
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Table 2: Filters used in the databases 

Databases 
Sage Emerald ProQuest JU 

library 
Keyword "Corporate communication and internal communication” 
Document type: Research papers - + - - 
Corporate communication: An international 
journal 

- + - - 

Peer reviewed  - - + - 
Document type: Articles - - + + 
Management, Training, Regulations, 
Marketing (MB) 

- - + - 

Language: English - - + + 
Document type: Books - - - + 
Keyword “News media and digital newspaper” 
Document type: Article - - + + 
Language: English - - + + 
Publication title: Supply chain management - - + - 
Document type: Research paper - + - - 
Only content I have access to - + - - 
From 2000 till 2016 - - - + 
Document type: Books - - - + 

 
Table 3: Literature results table 

Databases Sage Emerald ProQuest JU Library Total 

Keyword "Corporate communication and internal communication” 

Results 77 140 181 612 1010 

Shortlisted 12 5 4 15 36 

 Backward search 9 

Forward search 1 

Reviewed articles 46 

Selected 21 

Keyword “News media and digital newspaper” 

Results 3 415 1 1099 1518 

Shortlisted 2 2 1 0 5 

 Backward search 2 

Forward search 3 

Reviewed articles 10 

Selected 7 

3.2 Case Study 
In this section, the data collection and data analysis of the case study is presented as well as a 
description of the research setting, the research credibility and the ethics of the research design.  
 
Cohen, Manion and Morrison (2011) recognize that there are many variables operating in a single 
case, and to catch the implications of these variables, the authors suggest to use more than one 
method for data collection and many sources of evidence. Walsham (1995) agrees that in order to 
obtain rich data different data collection methods should be used and these characteristics 
supplement the interpretivist case study approach. In this thesis, the authors have used 
qualitative research methods, such as observations, semi-structured interviews and focus groups. 
The authors have observed only one media company and in order to reveal deeper knowledge 
about the company a single-case qualitative interpretivist case study approach was most suitable 
(Walsham, 1995; Trauth & Jessup, 2000).  
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3.2.1 Research Setting 

Hallpressen AB publishes eleven newspapers and distribute them in the south region of Sweden. 
Additionally, Hallpressen AB publishes news at their 13 websites where Swedish users around the 
world can access the news websites, but the company and the authors focuses only on local 
readers. The company has over 400 employees and is going through changes in form of financial 
restructuring. Since 2011, Hallpressen AB is focusing on online news and online advertising, while 
also keeping printed newspapers. Hallpressen AB is owned by the Herenco group. The Herenco 
group owns four other companies with focus on manufacturing, printing and news distribution. 

 
Being a Swedish company Hallpressen AB has a flat hierarchy and is internally divided in 28 
departments. The departments include sales, marketing, advertisement production, digital, 
IT/Web, and separate departments for the eleven newspapers. The departments are working 
together to deliver local news to readers and to generate income through advertisements and 
newspaper subscriptions. The advertisements are placed in the newspapers, on the news websites 
and other places, such as bus TV screens and electronic billboards. 

3.2.2 Data Collection 

As mentioned previously, a qualitative research approach was chosen, which included 
observations, semi-structured interviews and focus groups. Gillham (2008) defines two types of 
observations, structured and unstructured. Structured observations supplement the quantitative 
research approach, which encompasses that the researchers know exactly what they want to find 
out and that data is precisely specified beforehand. While performing “unstructured 
observations: observers attempt to observe and record data without predetermined criteria.” 
(O’leary, 2013, p. 231) supplements qualitative research approach. Unstructured observations 
held in the media company were of overt nature in a closed setting. Gillham (2008) describes 
overt observations as a mind-set of the observee. Observees have beforehand knowledge of the 
observation and are aware of the observation at the time. The closed setting defines that the 
working environment is not open to the public in any comprehensive sense - the professional side 
of a hospital, a school, a police station, etc. As the media company includes 28 departments, not 
all of them are based in headquarters, Table 4 presents the nine departments were the authors 
performed unstructured observations.  

 
Table 4: Observed departments 

 

 

 

 

 

 

 

 

 

 
Considering that the observees were aware of the observations being performed, the researchers 
also performed informal unstructured interviews to identify the main processes of the department 
itself and to uncover employee satisfaction levels of communication. Managers were not 
participating in the observations, but were later on interviewed.  
 
Cohen, Manion. and Morrison (2011) advise to record the notes as quickly as possible after the 
observation, since the quantity of the information can be forgotten over a short period of time. 
For this reason, the authors transcribed all the observation notes  
 
After the observations the authors of this thesis depicted a rich picture called “Communication 
Channel Model” (CCM). According to Berg (2014) rich picture is an unstructured way of capturing 
information flows, communication and, in essence human activity. The rich picture aids thinking 

Departments Headquarters 
Outside 

Headquarters 

Ad production +  
Digital  +  
IT/Web +  

JNytt +  

Jönköpings Posten +  

Marketing +  

Sales +  

Smålands Tidning  + 

Värnamo Nyheter  + 
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and helps to record ideas about a situation. During the informal interviews with the employees, 
the authors of this thesis had enough information to draw the existing communication flows. The 
CCM helped to find the improvised central information points, which helped to develop future 
suggestions for the company.  
 
Based on the results of the observations and the informal unstructured interviews, semi-
structured interview questions (see Appendix 1, 2) were drafted. The first collection of interview 
questions (Appendix 1) is for the managers of the departments and employees in charge of 
communication inside the company. The second collection of interview questions (Appendix 2) is 
for the CEOs of the company. During the data collection the authors had the opportunity to 
interview the previous CEO and the new CEO of Hallpressen AB. Longhurst (2003) and O’leary 
(2013) describe semi-structured interviews to unfold in a conversational manner offering 
participants the chance to explore issues that they feel are important. The structure of these 
interviews is flexible, as the interviewer can shift from the predetermined question guide in order 
to pursue interesting topics brought up by the interviewee.  
 
The interview questions were created based on three themes. The first theme was about the 
Hallpressen AB and the responsibilities required by the interviewees’ positions. It allowed the 
authors to start with simple questions, so that the interviewed person could adapt to the 
interviewer and speak freely. The questions concerned their tasks in the company and how long 
the person had been in this position. The second theme was the communication in the department 
and the Hallpressen AB. The aim of these questions was to gather data of how the information 
was shared and communicated between and within departments. The last theme was the 
communication channels, such as email, chat, intranet and meetings. The interviewee was given 
the opportunity to give feedback about the different communication channels and where they saw 
potentials for improvement. 
 
The interview questions for the CEOs were similar with one additional theme. After the first theme 
concerning Hallpressen AB and the position of the person, the authors asked both the CEOs about 
change at Hallpressen AB. The previous CEO reported about the changes happened in the past 
and the new CEO explained to the authors of the thesis, what is planned for the future. The 
changes of the past allow the authors to understand better and to analyze the current situation. 
With knowledge about the future plans of the new CEO, the authors were able to create better 
practical suggestions for the company and how Hallpressen AB could benefit from an 
optimization of the IC flows.  
 
The process of choosing the interviewees was done with the help from the head of the editorial 
development. The authors proposed ideas, of which department managers they were interested 
to interview and the company provided a list of contact information to get in touch with them. 
The interviewees were contacted through emails in English and Swedish. When the interview time 
was scheduled, the interviewees were provided with one of the questionnaires in accordance to 
their position in the company. Initially the interviewers asked for permission to audio-record the 
interviews and presented the consent for using the interview data anonymously in this thesis. The 
interviews took from the shortest 30 minutes to the longest 1 hour and 17 minutes. All interviews 
were transcribed. The interviews are summarized in Table 5. 
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Table 5: Interviews 

Interviewees Questionnaire Recorded Duration Place 

Ad production manager Appendix 1 + 48 min Office room 
Chief Executive Officer Appendix 2 + 39 min CEO office 
Chief Operating Officer Appendix 1 + 38 min COO office 

Digital department Manager Appendix 1 
+ 43 min Head of Sale 

office 
Distribution Manager Appendix 1 + 39 min Conference room 

Head of editorial development Appendix 1 
+ 54 min Head of Sale 

office 

Jönköping Posten Manager Appendix 1 
+ 53 min Head of Sale 

office 
Jönköping Posten Strategic 
editor 

Appendix 1 
+ 48 min Conference room 

Marketing/circulation 
manager 

Appendix 1 
+ 1hr 17 min Head of Sale 

office 
Previous Chief Executive 
Officer 

Appendix 2 
+ 1hr 1 min Conference room 

Sales manager Business to 
Business 

Appendix 1 
+ 30 min Office room 

Sales manager Business to 
Consumer 

Appendix 1 
+ 30 min Head of Sale 

office 
Smålands Tidning manager Appendix 1 + 30 min Conference room 
Värnamo Nyheter manager Appendix 1 + 37 min Chief editor office 

 
Total: 10 h 

27min 
 

 
Morgan (1997) presents focus groups as a qualitative research method. This method helps to 
generate a rich understanding of participants’ experiences and beliefs, through group discussions. 
Although there are no strict guidelines of how long time a focus group interview should take or 
what is the most suitable number of participants in it, Longhurst (2003) suggest six to twelve 
participants and the time of an hour to two, while O’Leary (2013) suggests four to twelve 
participants. In this thesis the authors have organized two focus groups of five participants in 
each, with a time duration of one hour per group.  
 
Wilson (2014) defines four types of focus groups; exploratory, feature prioritization, competitive 
analysis and trend explanation. The method mostly applicable to this case study and the one that 
was used is exploratory. Wilson (2014) and Morgan (1997) suggest that this method is used to 
elicit and to understand the general attitudes or perceptions, of a product or service.  
 
The focus group shortlist process was done with the help of IT department and the head of 
editorial development. Ten employees were selected (see Table 6), four men and six women. The 
age varied from 26 to 59, all participants were using computers in their daily work, but not 
everyone had advanced knowledge of IT. The focus groups participants were from the 
departments of advertisement production, editorial, marketing, accounting, traffic, and IT/Web. 
They were invited to the focus groups through emails in English and Swedish.  
 
Table 6: Focus group participants 

Department X1 X2 X3 X4 X5 X6 X7 X8 X9 X10 

IT +          
Marketing    +    +   

Ad 
production 

 +        + 

Traffic   +        
Accounting     +  +    

Editorial      +   +  

Gender M F M F F F F F M M 
Age 48 45 56 26 35 30 59 42 31 34 
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In the observations and the informal interviews one IT application was mentioned frequently This 
was an instant messaging application, called “Slack”. The authors were told by the IT/Web 
department that this application was being tested and might be implemented in the company in 
the future. Therefore, the authors proceeded with the focus groups to get feedback on this IM 
application.  
 
IT department prepared a room with five laptops with the pre-installed software application 
called Slack (Appendix 4). As neither of the focus group participants had previous knowledge of 
the application, the authors showed a short informative video (Slack Technologies, 2016) 
presenting the capabilities and usage of the application. The focus groups only disposed of one 
hour, therefore in the first half an hour the video was presented as well as the scenarios they 
needed to accomplish. The authors presented three scenarios (see Appendix 5). When the first 
group was done, the second group came and the process was repeated. After their completion the 
first group came in back to the room and the authors asked them these three questions: What did 
you think about this tool?; What could you use this tool for?; and What other communication 
tools could Slack replace? Second group came after the first was done and the same three 
questions were asked them. Initially they were asked for permission to audio record and their 
consent to use the information from these discussions.  

3.2.3 Data Analysis 

In this section, the authors will explain the main steps of the data analysis: the qualitative content 
analysis of empirical data, and building the case study report. 

3.2.3.1 Qualitative Content Analysis 

Graneheim and Lundman (2004) describes two possible approaches for analyzing content, 
qualitative content analysis and quantitative content analysis. In accordance to the nature of the 
chosen methods in this thesis, a qualitative content analysis approach was chosen. According to 
Graneheim and Lundman (2004) and Elo and Kyngäs (2008) this approach can be applied to 
both observations, interviews and focus groups discussions, which are main data collection 
methods used in this thesis.  
 
The process of analyzing the data begins by placing all the notes in three separate sheets in Google 
Drive, specified as observations, interviews and focus groups. The notes represent the meaning 
units, which were then condensed into shorter text. The condensed meaning units were abstracted 
and labelled with a code. Eventually the code has been assigned to specific sub-category, which 
was then assigned to a main category, which constitutes the manifest content (Graneheim & 
Lundman, 2004; Elo & Kyngäs, 2008). All meaning units were discussed with the head of editorial 
development from the company and were accordingly revised before being included in the final 
results. Table 7 shows examples of how meaning units were condensed and subsequently 
assembled into codes and categories. 
 

Table 7: Example of the qualitative content analysis 

3.2.3.2 Building the Case Report 

The case report was written in accordance to the previously done theoretical framework and the 
results gained from the data analysis. The authors used categories from the qualitative content 
analysis to establish the structure of sections in the case report. After the case report was drafted 

Meaning unit Condensed 
meaning unit 

Code Sub-category Category 

Intranet should 
create 
interaction, it is 
only one way 
communication. 

Intranet should 
create interaction 

Create interaction Intranet 
feedback 

Channels 

Intranet is one way 
communication 

One way 
communication 

Intranet 
feedback 

Channels 

No one is 
responsible for 
intranet. 

No one responsible Intranet 
unsupervised 

Information 
responsibility 

Communication 
strategy 
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it was sent to the main contact person, head of editorial development, from the media company 
for further evaluation, in case some information disclosed in the report would violate the 
confidentiality agreement signed by the authors of this thesis. 

3.2.4 Quality Evaluation of the Research Design 

Yin (2003) and Cohen, Manion and Morrison (2011) mention four tests for measuring the quality 
of the research design: construct validity, internal validity, external validity and reliability. 
Authors discard the internal validity. Cohen, Manion and Morrison (2011) points out that internal 
validity should be assured through “(...)ensuring agreements between different parts of the data, 
matching patterns of results, ensuring that findings and interpretations derive from the data 
transparently, and that causal explanations are supported by the evidence, and that rival 
explanation or inference made, again based on evidence”, which is not the purpose of this thesis. 

3.2.4.1 Construct Validity 

To increase construct validity, Yin (2003) suggests three methods: to use multiple sources of 
evidence, to establish chain of evidence, and to create a drafted case study report reviewed by key 
informants.  
 
Firstly, as mentioned previously in the data collection section, three methods were used in 
gathering data, which led to a sufficient amount of multiple source evidence. Secondly, all used 
data and its sources were specified in the report attached to the appendices section to establish 
the chain of evidence. Finally, the drafted case study report was reviewed together with the key 
informants from the media company and accordingly revised. These three steps ensured a low 
probability for information to have a false accuracy. 

3.2.4.2 Internal Validity 

Cohen, Manion and Morrison (2011) points out that internal validity should be assured through 
“(…) ensuring agreements between different parts of the data, matching patterns of results, 
ensuring that findings interpretations derive from the data transparently, and that causal 
explanations are supported by the evidence, and that rival explanation or inference made, again 
based on evidence (…)”. Methods used in this study, such as observations and interviews, 
evidently point in the same direction and the results from them complement each other.  

3.2.4.3 External Validity 

According to Yin (2003) the external validity examines the possibility to apply the research made, 
to another setting, such as “Would these research findings be applicable to another media 
company?”. In order to assure this validity, the authors did an extensive literature review, to grasp 
the knowledge gap in IC and to understand the changing environment of media companies, so 
that provided findings could be applicable in other media companies or overall companies. 

3.2.4.4 Reliability 

The final reliability test can be assured through replicability and internal consistency (Yin, 2003; 
Cohen, Manion & Morrison, 2011). While performing the content analysis, the authors have been 
auditing each other, in order to ensure a high degree of inter-rater reliability. While one author 
was coding meaning units from the interviews, the other coded the observation meaning units 
and later the authors have exchanged the parts and checked each other’s’ work to ensure the 
conformity of judgment. 

3.2.5 Research Ethics 

As mentioned before in the data collection section, the interviewees and the focus groups were all 
asked the permission to be audio recorded and the consent of their contributions to be publicized 
in this thesis anonymously. 
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4 Results: Case Study of Hallpressen AB 

The following section presents the results of the case study. The information in this chapter is 
composed from multiple sources, firstly unstructured observations and unstructured interviews 
held in nine departments. Secondly, the findings from semi-structured interviews with fourteen 
company’s employees, managers and executive committee members, is presented. Finally, from 
the findings from the two focus groups are put forward.  

4.1 Observations 
To gather information about the company the authors began the collection of qualitative data with 
observation of the departments. During the observations, the authors gathered enough 
information to create a rich picture (Checkland & Poulter, 2010) (see Appendix 9) of the 
communication channels and connections between the departments of the company. This allowed 
the authors to understand the present situation at Hallpressen AB and to create a guide for the 
interviews with the managers and executive committee members of the company. During the 
observations, the authors also performed informal unstructured interviews with the employees in 
the nine departments. Seven of the departments were located in the headquarter of Hallpressen 
AB in Jönköping and two were local offices outside of Jönköping. 

4.1.1 Categories - Subcategories - Meaning Units 

After the observations, the authors collected and transcribed all the notes, taken during the 
observations. Based on these notes the authors created meaning units, condensed the meaning 
units and created codes (Appendix 6). This data was sorted and structured into sub-categories 
and categories. In this section, the authors will present all the categories and sub-categories, 
describing the results of the observations. An overview of all categories, their respective sub-
categories and the count of the meaning units from the observations is presented in Table 8.  
 
Table 8: Observation categories and sub-categories 

 Categories 

Hallpressen 
AB 

Interactions Communication Communication 
strategy 

Channels 

S
u

b
-c

a
te

g
o

r
ie

s
 

Company 
changed 

8 Collaboration 50 Internal 
communication 

3 Need of 
structure 

4 Communication 
channels 

80 

Freedom 
of 

decision 

5 Involvement 5 External 
communication 

7 Accessibility 0 Channel 
feedback 

55 

Decision 
structure 

5 Sharing 
information 

11 Formal 
communication 

1 Information 
feedback 

28 Email feedback 29 

Hierarchy 2 Engagement 0 Informal 
communication 

9 Information 
responsibility 

8 Chat feedback 6 

Work 
ethics 

94   Communication 
satisfaction 

0   Intranet 
feedback 

15 

    Communication 
improvement 

2     

 Total 114  66  22  40  185 
 Total 427 

 
In the following text, the authors will present main categories and subcategories that were the 
results of the observations. The main categories were Hallpressen AB, Interactions, 
Communication, Communication strategy and Channels. 

4.1.2 Hallpressen AB 

The first category was “Hallpressen AB”, which contained information about the company. The 
category was divided into five subcategories: company changed, freedom of decision, decision 
structure, hierarchy, and work ethics. In the following will be described four out of the five 
subcategories. The subcategory “hierarchy” is not present in the results of the observation, due to 
low number of meaning units.  
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4.1.2.1 Company Changed 

The first subcategory was “company changed”, which describes what kind of changes has 
happened in the company and how it has influenced the departments of Hallpressen AB. The 
general feedback of the employees during the observations was that changes had a negative 
influence on the work and the structure of the company. One journalist was referring to the change 
from print to digital news as the reason for higher workload and lack of time to do more thorough 
investigations before writing articles.  

 
“(...), we cannot investigate that much now, because we have to write the articles for the print 
newspapers and for the online news.” 

 
During the observations, one department was still going through a restructuring process and one 
of the employees told the authors that before they had weekly meetings with the whole 
department to share information and keep everyone up-to-date. The employees of the department 
mentioned that the restructuring made everything “blurrier” and “confusing.” The department is 
located outside of Jönköping and the distance makes the employees feel isolated and not included 
in the change process of the company. 
 
One employee mentioned the constant change of Hallpressen AB and that it is stressful to keep 
up with it. The company was a late starter in digital news and employees need to adapt to these 
changes all the time. The biggest problem is that employees perceive that they are the last instance 
that receive the information about changes and often in the last moment, when the restructuring 
process is about to start. 
 
This shows the need for adequate distribution of information concerning the departments and 
employees. Providing important information and including employees in the change process will 
improve the results of the change, reduce the change resistance and improve employees’ will to 
follow the goals of the company. 

4.1.2.2 Freedom of Decision 

The second subcategory is about “freedom of decision” and is concerning the freedom of the 
employees to take their own decision. The employees are criticizing how the managers of the 
company are taking decisions concerning the employees and the work procedure without taking 
in consideration ideas of the employees. One employee expresses the wish that managers should 
be more open to new ideas coming from the employees, because they have more experience with 
the daily execution of work in their department. The employees state that they want to focus more 
on the goals and less on the work procedure itself. Most of the decisions are about how the work 
should be done and this kind of micromanagement is perceived as unproductive. The freedom of 
decision of the employees would benefit if the managers would set goals and let the employees 
decide for themselves how to achieve these goals. 
 
“Let the people decide how to work themselves.” 
 
The other aspect of freedom of decision is the inclusion of the employees in the decision process. 
This also concerns the changes in the company and how to create work procedures. The inclusion 
of the employees in the decision process would improve the quality of the decision, and reduce 
the change resistance. In addition, direct feedback from the employees would reduce the 
probability of inappropriate decisions. 

4.1.2.3 Decision Structure 

The third subcategory is “decision structure” and is summarizing the observations on how the 
company is making decisions. It is closely connected to the previous subcategory, but is more 
focusing on how the decision process is actually executed, instead of how employees want it to be. 
The decision structure of Hallpressen AB is top-down and all the decisions are originating from 
the managers. 
 
“The managers dictate how it should be done.” 
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Similar to the subcategory of freedom of decision, the employees are not included in any 
significant decisions concerning the company and the work procedures. An employee states, that 
through the top-down approach in the decision process, the employees need to adapt to the ideas 
of the managers. This creates uncertainty among employees, especially long-time employees, in 
the decision structure. Even if the employee is free to take their own decisions, the employee is 
approaching the manager to confirm that their decisions are appropriate. 

4.1.2.4 Work Ethics 

The last subcategory is “work ethics” and it includes everything related to work procedures, 
meetings and work communication. All of the team leaders and department managers state that 
they are reachable outside of working hours by telephone and email. They regard this as a part of 
their professional role to be always available, to clear out details and solve problems. It was stated 
that the telephone is the best communication channel in order to be reached outside office hours. 
Email is used for less urgent problems or for notifications from the employees. 
 
During the observations, the authors found that all the departments, directly related to writing 
and publishing, had a shared manager or strategic editor position. The information among the 
managers in the same position was shared through short meetings and they use a common shared 
email address. 
 
“One central email address for all four managers.” 
 
Most of the communication inside a department was performed through walking by, asking 
questions related to work. The employees interacted with each other in a friendly manner. This 
kind of communication was informal.  
 
“Just walking over to the people with a question.” 
 
Communication between the different departments goes through the managers. The employees 
are approaching the department manager with questions and the manager communicates with 
the managers of the other departments. Another way of communication between different 
departments is a central database for news articles and advertisement. In case problems occur the 
employees use email and telephone calls, depending on the complexity of the problem. 
 
All nine departments have weekly meetings to distribute information and plan the work for the 
week. Only the previously mentioned department, which is going through a restructuring process, 
has no regular meetings. The managers are inviting the employees per email or the meeting has a 
fixed time slot in the weekly schedule. The meetings are short, but can be extended depending on 
the present workload in the department. Only few departments have daily meetings and these 
meetings are for small teams inside the department. One of the department states that they do 
not want more meetings and that one weekly meeting is enough. 
 

4.1.3 Interactions 

The second category regarded the interaction among the employees and different departments. 
The category consisted of four subcategories: collaboration, involvement, sharing information, 
and engagement.  

4.1.3.1 Collaboration 

The first subcategory is collaboration, which focus on the interaction among the employees within 
and between departments. Similar to the work related communication in the previous category 
the employees of the departments are mostly communicating with each other directly through 
walking by the office and bringing up questions and problems. The close location of the 
workplaces allows the employees to freely interact with each other. In some cases, an office 
contains several workplaces and the employees engage in collaboration and have a continuous 
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dialogue. These kind of smaller teams allows for a better work organization, information sharing 
and an improved collaboration.  
 
“It is easier to organize and share information in smaller teams.” 
 
Close location and similar department culture were considered as beneficial for cross 
departmental collaboration. Two recently created departments were collaborating closely with 
each other. Both of the departments described themselves as something like a “start-up” inside 
the company. The authors observed a high number of interactions among the employees within 
and between the departments to such an extent that it created the impression of being only one 
department. The collaboration went so far, that employees were filling out the positions of a sick 
persons in the other department, to ease the workload. 
 
“The atmosphere is a lot like in a ‘start-up’.” 
 
The managers of these two departments expressed the desire to spread this kind of high-level 
collaboration to other departments, because they believe it would improve employees’ motivation 
and engagement.  
 
Some departments stated that they wished for more cross-departmental collaboration and 
communication. One department was teaching other departments in a series of workshops. This 
was also done in a similar way within the department. In addition, new employees got support 
from long-time employees and were provided with the important information that they need. 

4.1.3.2 Involvement 

The second subcategory was “involvement”. In this case, departments wanted a higher degree of 
inclusion in the company as a whole and more interaction between departments. Several 
departments wished for more support and help from the departments located in the headquarter 
in Jönköping. The departments reported that they felt left out and isolated. The location of these 
departments was mostly outside of Jönköping, which explains their impression of isolation 
through the location. Also one department in the headquarters wanted to be more included.  
 
“We are lacking the team feeling, but we should be one company.” 

4.1.3.3 Sharing Information 

The final subcategory was “sharing information”, which summarizes the findings how employees 
are sharing information among each other and how managers inform the department. One of the 
most common ways of information sharing was meetings. The face-to-face communication is 
informal, which allows managers to distribute information to the employees and simultaneously 
employees have the opportunity to give feedback. Several managers also used weekly emails to 
summarize the weekly information to inform all the employees, including the people who missed 
the weekly meeting. 
 
“Meeting to inform what happened last week and needs to be done.” 
 
Another source of information was cloud services like Google Drive. This method was used mostly 
by the employees to gather information and to work in collaboration. All of the employees had 
access to view and edit this information. A similar source is a shared space on one of the 
company’s servers, but fewer departments mentioned that they used it. The functionality of a 
cloud service apparently made it more convenient to use than a shared server. 
 
“Google Drive Excel sheet shared with everyone in the department about all the websites and it 
contains the topics and when it was published.” 

 
Email was used by the employees and managers to provide additional information, which is 
already available or point out where this information can be found. This way of information 
sharing is also used across departments and helps to clear out misunderstandings. 
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4.1.4 Communication 

The third category is about the communication style, different kinds of communication and 
communication feedback. The category contains six subcategories: internal communication, 
external communication, formal communication, informal communication, communication 
improvement. The findings are focused on the internal and external communication inside the 
departments and the communication with third parties outside of Hallpressen AB. 

4.1.4.1 Internal Communication 

The first subcategory focuses on the communication among the employees inside the 
departments. Most of the communication is performed through email, telephone and “walking 
by”. Several departments use the chat function of the company’s software called “NewsPilot”. This 
software is only available for the news reporters and other departments are not using this 
software. This is the reason why only a few departments use this chat. As mentioned in the 
“Information Sharing” subcategory, the employees are using Google Drive to share information 
and the functionality of this cloud service allows the employees to communicate internally 
through the comment and chat function. 

4.1.4.2 External Communication 

The second subcategory is about external communication outside of Hallpressen AB. This kind of 
communication is closely related to the subcategory “work ethics” and the working procedures of 
the employees. Most of the outside communication is with customer, who wants to buy 
advertisements in the newspaper or on the news websites. These customers are both companies 
and private person. 
 
This communication is similar to the internal communication as most of the communication is 
done through email and telephone calls. The employees are approaching potential customers 
mostly by telephone and further conversation is done by telephone or email. One employee 
reported that in the past customers were more often approaching the company with the interest 
to buy advertisements, which changed after the online news became more popular and the 
demand for printed advertisements decreased. To improve the communication with the 
customers, the customer receives an email with a link to rate the quality of the telephone call with 
the employee. This feedback system allows managers to control the quality of external 
communication, and work with the employee, if the customer gave a low evaluation. 
 
“As the employees’ approach customers through telephone calls, customers get a message with 
a link on which they can rate the conversation.” 
 
Another two external communication partners are companies and freelancers. These companies 
are not purchasing advertisements, but are working in projects together with Hallpressen AB. The 
freelancers are supporting Hallpressen AB during periods of high workload and offer services like 
the writing of articles. The communication with these two partners are similar to the 
communication with the regular customers. In addition, Dropbox is used as a cloud service to 
share information. 
 
External communication with customers and companies also includes meetings, which are 
scheduled through telephone calls and emails. This allows the employees and communication 
partners to clear out potential problems and discuss details in a more efficient way. 

4.1.4.3 Formal Communication 

The third subcategory is “formal communication”, which regards formal communication inside 
the company. During the observations, the authors noted only few occasions of formal 
communication. The first time was in a workshop with a department and a developer of the 
software NewsPilot. The workshop was performed in a friendly and open environment and the 
leaders of the workshop behaved in a formal manner towards the participants. The participants 
discussed the content of the workshop in an open dialogue with each other. 
 
“The teaching is very formal.” 
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The second time formal communication was noted was in employees’ communication with 
customers. The employees approach the customer in a formal way and establish a relationship. 
Based on this relationship the employee changes to a more informal style or keep the 
communication formal.  

“We talk with customers formally and informally.” 
 
The third aspect of formal communication had to do with the perception of different departments. 
All of the departments expressed that the IC is informal and they perceive other departments as 
more formal in their communication. The reasons can be the distance between the different 
departments and a lack of interaction, which lead to a less open relationship and more formal 
communication between departments. 

4.1.4.4 Informal Communication 

The next subcategory is about the informal communication inside the departments. Almost all of 
the communication inside the departments was informal. This includes email, telephone calls and 
meetings. During the observation of a department meeting the authors observed an informal and 
friendly environment. The meeting started with small talk and jokes to create an environment 
where everyone could speak freely. 

 
“The meeting started informally with some small talk by everyone.” 
 
As mentioned previously the employees have an open dialogue with each other, discussing work 
and private life, almost in all offices. The conversation starts in the morning and continues the 
whole day. Even in big offices with over 20 people the communication is friendly and informal. 
Employees are walking over to other employees and managers, to ask questions. A good meeting 
point for informal conversation is the coffee machine and employees are discussing any kind of 
different topics there. 

4.1.4.5 Communication Improvement 

The last subcategory is the feedback of the employees about the communication and how it can 
be improved. The authors noted that employees wanted to improve the communication about the 
events and changes in Hallpressen AB. The wished for better internal news and better 
information, as this would improve their identification with the company and make it easier to 
accept the changes initiated by the managers. 

4.1.5 Communication Strategy 

The next category is about information, structure and responsibility. The subcategories are need 
of structure, information feedback, and information responsibility. 
 
“I would like to have much better information.” 

4.1.5.1 Need of Structure 

Several employees mention the need for an information structure of the company. One of the 
managers created several policies, like how to share information in the Facebook groups, so the 
information is appropriate. The problem is, the manager who created the policies, struggles to 
spread this information, so that the employees would use these policies in their daily work. This 
is apparently one of the opportunities to improve the communication and information flow in the 
company. 
 
Almost all of the employees have criticized the structure of the intranet. The content of the 
intranet will be addressed in the “Channel” category. The employees struggle with the structure 
of the intranet and it takes a long time to find information. A clear structure would allow the 
employees to find information more rapid and to work more efficiently. 
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4.1.5.2 Information Feedback 

The second subcategory is the feedback of the employees about the information. Several 
employees reported to have enough information, but most of the feedback was negative. During 
the observations, the authors noted that in several departments, there was an unbalance between 
information needed and information provided. Some employees reported the need for more 
information. Others received too much information, and few managers stated that they got 
information too late. One special worst case scenario was expressed by one of the managers,  
 
“The worst case scenario for me, is when the customer updates me about changes.” 
 
One important source of information is the weekly newsletter, which is created by the managers 
of the company, and is distributed by email to all the employees. All of the employees have 
mentioned this as one of the main sources for information about the company and what is going 
on at the moment. Most of the employees only read the information about their own department 
and ignore other information, because they perceive other information as none influential to their 
work routines. 
 
“Our department receives information from newsletter from the managers.” 
 
One employee states that it is not possible to get too much information. The employee explains 
that the amount of information is connected to the employee engagement. The more information 
the employee receives, the more the person shows an interest about what is happening in the 
company and how the person can contribute to the goals of the company. 
 
“Too much information is not possible.” 
 
Several departments mentioned during the observations that other departments are not providing 
enough information. The information is not directly needed for the working procedures in 
Hallpressen AB, but it would be beneficial for the collaboration of departments and would 
increase efficiency. The managers are more connected to the other departments and more aware 
of their environment. Departments frequently interaction with other departments do not have 
this problem. Departments who are focused on their specific tasks and do not have not a lot of 
interaction with other departments are criticizing the amount of information they get. 
 
“Marketing and sales are not providing us enough information.” 

4.1.5.3 Information Responsibility 

The last subcategory emphasized the responsibilities of information. One of the first observations 
is the uncertainty of who is responsible for the intranet. Employees and managers do not know 
who is in charge of the intranet. The IT department reported to the administrator and project 
leader of the intranet. They referred to the head of editorial development of Hallpressen AB, as 
the responsible person for the intranet. This statement surprised the head of editorial 
development and he states that he is not in charge of the intranet. The responsibility of who has 
the permission to upload and share information on the intranet is hence unclear. 
 
“The head of editorial development is in charge of the intranet.” 
 
All of the offices located outside of Jönköping headquarter mention that all articles are sent 
through the strategic editor located in the biggest office outside of headquarter. A similar central 
position is located in the main editorial department in the headquarter of Hallpressen AB. The 
employee described himself as the information hub, who receives all the information, distributes 
it to those who need it and provides the most important information to the department manager. 
This centralization of information allows the employee to keep up to date about all the changes. 
 
“As the strategic news editor, I am the information hub for the department.” 
 
The authors have observed the need of employees to be more informed about current changes by 
the managers. The employees want more information from the managers, because they view the 
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responsibility of information as the job of the managers. The managers have to provide the 
employees with the important information and this would allow the employees to work more 
efficiently. 

4.1.6 Channels 

The last category is “channels”. The category is focused on the communication channel feedback 
and communication channels used inside the departments. The subcategories were: 
communication channels, channel feedback, email feedback, chat feedback, and intranet 
feedback. 

4.1.6.1 Communication Channels 

The first subcategory contains all the communication channels used in the company Hallpressen 
AB, to share and to distribute information. One of the main results of the observation regarding 
the communication channels is the rich picture (Appendix 9) called “Communication channel 
model” (CCM), which describes all the communication channels between all the departments. In 
this subcategory the focus is on the findings, which are not used in the CCM. 
 
During the observations, the employees described meetings as the best way to communicate 
complex topics. Not all the meetings are performed face-to-face and some of the departments use 
telephone and Skype as channels to communicate with offices located outside of the headquarters. 
Skype is preferred because of the video conference capability and allows the employees to see and 
express themselves in a more natural way, like the body language.  
 
“Meetings are performed via telephone and Skype.” 
 
Another channel for communication is social media. Reporters and the marketing department use 
Twitter, Instagram and Facebook to promote news, sport events and advertisement for 
Hallpressen AB. One reporter has created a Facebook account to promote the news, which will be 
presented the following day in the newspapers.  
 
“Reporter created a Facebook account and post previews of tomorrow's news.” 
 
One of the most used communication channels to stay updated about the company, is the weekly 
newsletter. The newsletter is created by the executive committee and department managers, to 
inform employees about actual news of the company and the goals for the next week. 
 
“The executive committee sends us a weekly letter for managers, about what’s new is going on, 
next week goals and so on.” 

4.1.6.2 Channel Feedback 

The second subcategory is the feedback of all the different channels used in the company. One of 
the first mentioned channels in the observations was the “BluStar” application, which contains 
contact information about all the employees and employees have the possibility to set a status. 
This status expresses, if the person is available, or not available and when the person will be back. 
The status can be available, sick leave, on vacation and more. Several employees are using the 
application regularly to contact other employees and keep their status updated. Some of the 
departments reported to the authors during the observations, that they never used it or heard 
about this application. 
 
“Use BluStar to find out the telephone number and if the person is available at the moment.” 
 
The second channel is Facebook, which is used for informal communication. The company has 
several Facebook groups and one of them is the general group for all the employees of the 
company. The number of the group members is 244. Considering that the company has over 400 
employees, almost half of the employees are not members of the group. This shows that not all of 
the employees are aware of the information available on the Facebook group. Most of the 
employees who are not part of the group, have no Facebook accounts.  
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“People without Facebook don't have access.” 
 
The two main reasons for the existence of the Facebook group is to inform about the day-to-day 
news in the company and to create an internal common identity across all the departments. This 
allows the employees to access more informal and current information than on the intranet. All 
of the members have the option to share, like and comment the news of the company. The 
employees mention that this is not possible for them on the intranet and only a handful of 
employees have the possibility to post items on the intranet. 
 
“The Facebook group helps our employees to see more of the day-to-day information while 
intranet is considered more with the information from the chiefs.” 
 
Departments located outside of Jönköping are not strongly engaged in the general Facebook 
group and wishes for their own Facebook groups. This would allow them to discuss topics that are 
more relevant to their region. 
 
“No Facebook group for Värnamo but I would like to have one.” 
 
An important channel to communicate inside and outside of Hallpressen AB for the employees 
and managers is the telephone. Telephone is used mostly for complex topics, which cannot be 
presented easily in an email. Employees state that the telephone is the preferred communication 
channel and only few employees prefer email and chat over telephone calls. Most of the employees 
say that they receive a lot of telephone calls. 
 
“I use the telephone for more complicated and complex topics.” 
 
Sales employees use the telephone to approach and to sale advertisement to the customers. A 
telephone call is often used to make an appointment with the customer for a meeting. The 
customers and employees prefer telephone calls and meetings, because it allows them to discuss 
complex topics. 
 
“Call and meetings are the best way to communicate with the customers.” 
 
The preference for different channels depends on the topic. One department preferred social 
media for promotion. Every newspaper has its own Facebook page and one department is in 
charge of all of them. For quick and fast communication telephone calls and chat are used the 
most, depending on the department and employees. The cloud services are used to share 
information. For instance, Google Drive is used inside the company and Dropbox is used with 
clients and business partners. Most of the technical issues are communicated to the IT/Web 
department through Skype. 
 
“Communicating through Skype with the IT/Web department about technical issues.” 
 
As mentioned previously, email is an important channel. The response time in most cases is quick 
and with a duration of 5-30 minutes. A number of employees report a late response, with emails 
arriving the next day or even the next week. As managers are sometimes working in shifts, the 
opportunity of interacting asynchronously is an advantage. Furthermore, impersonalized email 
addresses are used for some managerial functions. The employees are sending their email to the 
email address and the current responsible manager takes care of it.  
 
“It is easier to send an email to the editors’ address, because the people are changing who is in 
charge.” 
 
A lot of employees’ state that they receive too many emails per day. They receive emails with 
information they do not need and it creates an email overload. A big part of the emails received 
through the day is from the employees inside the same department. Another source of emails for 
some departments is an automated notification system, which alerts about an accident in their 
region. Most of the emails have no attachments in form of documents or files, as the sender mostly 
refers where additional information and documents can be found.  
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“No attachments to emails, just telling in the email where to find the information.” 
 
One employees preferred email over telephone call, because it allowed him to work with other 
things until the answer from the other person arrives. telephone 
 
“I prefer email, so we can work in the meantime until there is a reply from the other person.” 
 
Another employee mentioned that telephone has the disadvantage of not having a documenting 
conversational protocol. Email has the advantage that the person can find text-based information 
and decisions made in the past. 

4.1.6.3 Chat Feedback 

The next subcategory considers the feedback from the employees about the usage of chat in the 
company. The application NewsPilot, which is used to write articles in Hallpressen AB, has a chat 
function. It allows reporters and every employee using this application to chat with each other. 
The other departments, have no option to use this chat function. The chat is criticized by the 
employees, because it has no chat history and after closing or after a crash of the application, the 
whole conversation is gone.  
 
“What we all agreed on is that the disadvantage of the NewsPilot chat is the lack of a chat 
history.” 
 
The employees have mentioned that a chat history would be really useful. The employees would 
then be able to look up what they talked about and which decision was taken. Another function 
wished for by the employees is to create group chats in the same way as in Facebook. This would 
allow employees to discuss topics in a group conversation. One of the solutions to this could be 
the introduction of the application of the instant messaging program “Slack”. One of the 
departments is testing Slack internally and they like the application as it provides useful 
functionalities in their daily work. One of the managers have mentioned that he tried Slack before 
and would like to introduce it in their own department. 
 
“We want to introduce Slack for the internal communication.” 

4.1.6.4 Intranet Feedback 

The last subcategory is the employees’ feedback on company’s intranet. The intranet contains all 
the formal information needed by the employees. Most of the employees do not like the intranet 
and only a few employees revealed that they liked the intranet in its current version. A newly hired 
employee stated that the other employees suggested him not to use the intranet. Instead, he 
should ask the other employees if he had any questions.  
 
“Suggested by the co-workers not to use the intranet. It is easier to ask people than to use the 
intranet.” 
 
The authors observed that the intranet contained a lot of useful information, but the structure did 
not allow users to find the information quickly. The user needs to click through every menu to 
find the needed information or documents. One employee said that the intranet contains 
documents, which were updated the last time in 2012. Also, the information is perceived as boring 
and the employees are missing internal news.  
 
“I check the intranet sometimes, but it doesn’t have a clear structure. I want more internal news.” 
 
The employees suggest to improve the intranet by uploading current information frequently. To 
increase the frequency of usage of intranet one employee suggests to make the intranet as the 
starting page of the browser. Employees would then more often see the updates on the intranet 
and would be more interested in the events and changes in their department, in other 
departments and in the whole company. Otherwise, the employees prefer to check the Facebook 
groups to get information instead of visiting the intranet. 
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“People prefer to use the Facebook group to get information instead of the intranet.” 
 
A number of employees questioned the existence of the intranet in the company, where others 
saw the need of the intranet as a source for formal information and documents. Even in the 
current state the intranet is useful, but modernization would make it more useful. Employees like 
the idea of improving the intranet with a comment function and creating a section to discuss 

different topics in the form of a forum. 

4.2 Communication Channel Model 
The rich picture presented as a communication channel model (CCM) in appendix 9, represents 
the results of the observations of the departments in Hallpressen AB. The CCM shows all the 
communication channels between all the different departments of Hallpressen AB and outside 
actors. The rich picture contains 25 entities, representing the different departments, customers, 
readers and other external actors. All of the departments located in the headquarters in Jönköping 
are represented with blue squares. All the outside located departments are represented with green 
squares. All external actors are represented with red squares.  
 
In order to create a better overview and simplify the rich picture, the editorial and sales 
department of outside located offices are represented with one square per city. The outside located 
offices are in the cities: Nässjö, Eksjö, Skövde, Värnamo, Ljungby, Tranås, Falköping. During the 
observations only Nässjö and Värnamo were visited by the authors of the thesis. Based on these 
two observations of outside located offices and the observations of other departments working 
with all the outside located offices, the authors generalized the information and applied it to the 
CCM. 
 
The legend of the CCM contains the 23 communication channels used in the company. The 
different channels are divided into seven categories. The first category is face-to-face 
communication: meeting, and walking by. The second category is voice communication: 
telephone calls, and Skype. The third category is text based communication: email, and intranet. 
The fourth category is chat based communication: NewsCycle, and Slack. The fifth category is 
summarizing all the cloud service and data sharing: Google Drive, Dropbox, and the internal 
server. The sixth category contains all the social media communication, which is also partly used 
for chat communication: Facebook, Instagram, and Twitter. The last category contains all the 
software and applications developed for the company, or which are company related: NewsPilot, 
NewsCycle, Apsis, Asana, SolidTango, BluStar, WebAbo, and Voice of Customer. 
 
The lines and arrows represent the communication between the different department and the 
abbreviation describes which kind of channels are used. All the observed departments also used 
the communication channels inside the department. This is shown by the abbreviations of the 
channels written in the box representing each department.  
 
It is evident from the rich picture that there is no central point or nexus of communication within 
the company. The rich picture shows that the web of communication has several central points, 
like the advertisement production, digital department, and the TV and IT/Web department. These 
departments are centers for communication due to their specialization and that they work with 
most of the editorial offices. 
These central points only receive and distribute specific type of information according to their 
specialization. The advertisement production receives all customer requests for advertisements, 
creates them and places them in the printed newspaper and in the online news. The digital 
department producing of all online news and are managing social media for all the editorial 
departments. The TV department creates most of the videos for the online news websites. The 
IT/Web department is in charge of all the maintenance of web and IT services. 
 
The CCM does not represent all the possible communications and interactions between all the 
departments. The current state is representing all the information the authors received, during 
the observations of the departments. The CCM is a model of the existing communication and 
shows the most important information, and the complexity of the communication flows at the 
company Hallpressen AB. 
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4.3 Interviews  
An overview of all categories, their respective sub-categories and the count of meaning units from 
the interviews in Table 9. The collection of analyzed data from the interviews can be seen in 
Appendix 7.  
 
Table 9: Interview categories and sub-categories 

 Categories 

Hallpressen 
AB 

Interactions Communication Communication 
strategy 

Channels 

S
u

b
-c

a
te

g
o

r
ie

s
 

Company 
changed 

49 Collaboration 21 Internal 
communication 

7 Accessibility 4 Communication 
channels 

38 

Hierarchy 15 Sharing 
information 

39 External 
communication 

8 Information 
feedback 

18 Channel 
feedback 

20 

Freedom 
of 

decision 

7 Engagement 41 Informal 
communication 

28 Information 
responsibility 

17 Email feedback 56 

Decision 
structure 

17 Involvement 26 Formal 
communication 

17 Need of 
structure 

35 Intranet 
feedback 

111 

Work 
ethics 

38   Communication 
satisfaction 

10   Chat feedback 35 

    Communication 
improvement 

23     

 Total 126  127  93  74  260 
 Total 680 

4.3.1 Hallpressen AB 

This category consisted of five sub-subcategories: company changed, hierarchy, freedom of 
decision, decision structure, and work ethics. In this part, the authors will explain how the 
company has changed through the recent years and what led to these changes.  
 
Five years ago Hallpressen AB was a totally different company, as it consisted of six different 
companies with no communication between them. Every company was working separately, even 
though they were a part of Hallpressen AB. Back then the company was very hierarchical, was not 
open to the public, had no intentions of making digital news, and there was no purpose for the 
owned newspapers to collaborate in the news production.  
 
“When I worked outside headquarters, we lived our own life. Back then there was no purpose 
working with Jönköping. We had more freedom to make things our way and it helped(...)”. 
 
The main newspaper of Hallpressen AB launched “Jönköping Posten” launched their digital 
newspaper as late as in 2013, while digital news had existed since the early 2000s. While not 
having a well-planned infrastructure for releasing the digital news, the same year they endured a 
huge loss of around 57 million SEK. This situation had to be changed and an organizational 
change initiative was launched This meant restructuring departments and some departments 
being centralized to the headquarters in Jönköping. In order to achieve results from this initiative, 
the company had to use a hierarchical structure as decisions were being taken on the executive 
committee level. As a result, around 200 employees either quit or were offered a severance 
package and their contracts were terminated. Additionally, the management was also 
reorganized, as out of45 managers only 25 managers kept their positions. Even though it may 
seem this organizational change was due to economic reasons, it was even more focused on the 
organization Hallpressen AB, so that more newspapers could be involved in the group and the 
hierarchy (Appendix 3) would be more flat. By 2014 the company managed to stabilize and even 
had a revenue of around 23 million SEK.  
 
“We made an economic revolution, now we have to make digital one.”  
 
Hallpressen AB put a strong focus on their digital news development. At the moment they have 
13 online newspapers, live TV broadcastings, and selling digital advertisements on the websites. 
The company has developed remarkably. From a company which started out as a print-based 
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newspaper producer it grew into a modern media company. Hallpressen AB had learned a lot 
about modern leadership, how to have more collaboration to reach bigger goals. The company is 
more mature now, and more open to the public.  
 
“We are one organization, one sales force, one production.” 
 
In consequence to the centralization, the executive committee was also centralized to the 
headquarters and all decisions are made there. Previously, every newspaper had their own CEO. 
After the reorganization Hallpressen AB has only one CEO and the outside departments, that is 
the other newspapers, have managers who interact with the headquarters. These managers have 
significant responsibilities, but they believe most of the responsibilities still lie in headquarters. 
As decisions are made in the headquarters, the managers’ task is to implement them. The 
department managers are not really clear about what they can decide on their own. Previously, 
Hallpressen AB CEO had a plan for the company, that in the future managers would receive 
decisions in form of goals and managers would have to reach them, but in a way decided by 
themselves. Now decisions come from headquarters with guidelines of how to implement them. 
Managers believe that they are involved too late into the decision process and that their feedback 
is not taken into consideration.  
 
“The executive committee knows much more about everything than we do, and we only get the 
information when they decide it’s time for others to know (…)”. 
 
Another interesting finding was that different departments have different attitudes towards the 
accessibility of executive committee. Most of the employees from the headquarters believe that 
they can go directly to the executive committee members without any pre-booked meetings, 
others believe that those doors are often closed, and outside department employees believe that 
it is quite difficult to reach them. This attitude divide creates a misunderstanding in the outside 
departments, that they are not that involved in the company as the departments based in the 
headquarters. 
 
Taking into account that various departments do various things, the work ethics and the culture 
differ as well, such as the management styles, meetings, and communication. Some managers 
prefer to write meeting minutes and send out conclusion points afterwards to the participants, 
while others prefer that their employees should take their own notes. Some managers prefer face-
to-face communication, while others manage virtually through telephone calls, emails, and Skype. 
Regarding communication, there is no structure, no rules for spreading the information to 
everyone, and no main channel for looking up the most important news.  
 
“I’m doing it one way, another person is doing it another way, there is no structure for this (…)”.  

4.3.2 Interactions 

This category represents the four sub-categories of collaboration, sharing information, 
engagement and involvement. This category mainly focuses on the employees and managers, how 
they handle information, and how they are involved and engaged in the company.  

4.3.2.1 Collaboration 

As previously, the departments did not work together before the organizational change. The 
organizational change has increased the collaboration between different departments located in 
the headquarters. They interact more frequently now, because of the centralization. The situation 
has changed for the better, people are working together and learning together as well. 
Departments try to involve other departments in different stages of their projects, but sometimes 
they discover that it is too late or that the other department is already doing something similar.  
 
“We could be better of telling what is happening in other departments, maybe others are doing 
the same.” 
 
The only downside of the centralization would be that the outside departments (other 
newspapers) are still more focused on themselves. Even though the digital department is holding 
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workshops once or twice a month, for the outside departments so that they could meet and share 
problems they have encountered, or would learn new ways of working together. However, the 
communication between outside departments is still non-existing.  
 
“We (the digital department) stay in contact with all departments and we work as information 
hub, because the newspapers do not communicate with each other.” 

4.3.2.2 Sharing Information 

Only four managers, out of fourteen, send out an agenda to their meeting beforehand. This allows 
the employees to be better prepared and be more active during the meetings, as they have more 
time to grasp the questions which will be raised.  
 
“I send an email with information what we will talk about. I send it even a week before 
sometimes so they could prepare better.” 
 
Just half of the managers send out conclusion points, or a protocol of lessons learned, afterwards. 
A few managers even start the next meeting with a short summary of the results from the previous 
meeting. To write meeting minutes is a great way of keeping track of decisions or results achieved 
in the past.  
 
Sharing information in the department is very important for motivating your employees, making 
them understand what are the goals of the department or even the company, and what is expected 
of them as a team. As a manager you want your employees to be engaged to accomplish the goals 
of the department and the company, therefore transparency is an essential approach to achieve 
it. Only one of the interviewed managers underlined the importance of being transparent in the 
group.  
 
“I share everything with the department. People need to know where we are going.”  

4.3.2.3 Engagement 

During the interviews, the authors found that all the managers were highly engaged in their 
department work and were willing to get as much information as possible to be up to date with 
the work of other departments. All of them had a clear view of the company, and whom to ask 
about specific questions. Almost all of the managers agreed that they were missing engagement 
from their employees towards the company itself. Even though the employees were engaged in 
their department work, employees felt that the information about the company as a whole fell 
under the managers’ responsibility to spread within the department.  
 
“(…) they believe that managers are responsible for spreading the information.” 
 
Employees were missing the link which would relate them to the company. The employees were 
too focused on the work in their own department, so they did not ask what was happening in the 
company, but expected this to be announced to them by their managers. The same goes to giving 
feedback or new ideas. When Hallpressen AB released their new mobile application, an email was 
sent to all employees that feedback was needed about the application. No emails were received. 
Employees should be compelled to give feedback and they should feel that they can contribute to 
the prosperity of the company. Incentives might help in the beginning, but in long term this 
should be something that is done normally.  

4.3.2.4 Involvement 

As previously mentioned, many departments have been centralized to the headquarters, but still 
a number of them are located in different places around Sweden. Due to geographical reasons, 
some departments from the headquarters have employees located in the outside departments, in 
order to take care of the clients in those locations. Involving outside departments into the whole 
company is substantial for closing the distance between them and creating a feeling of being one 
company Therefore a couple of managers travel around the locations on a regular basis, so that 
the outside employees would feel as important as the employees in the headquarters.  
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“I try to go to every department outside headquarters were I have employees. They might feel 
left out, because we are centralized here.” 
 
One of the departments has a meeting with the other newspapers once or twice a month. The 
newspapers then have the possibility to raise problems encountered, as some of them might have 
similar problems. This is a way to raise other newspapers’ involvement in the company itself, but 
the challenge that arises is the lack of communication between them after the meetings. It is 
difficult to conclude if this is due to the information overload, the department culture or just that 
employees do not want to be involved. 
 
“If people don’t want to get involved, you won’t reach them.”  

4.3.3 Communication Strategy 

The category contains the four sub-categories of accessibility, information feedback, information 
responsibility, and need of structure.  

4.3.3.1 Accessibility 

Accessibility covers how employees see others available towards them. Managers do not feel any 
accessibility boundaries inside the headquarters, they can go to whom they need without booking 
any meetings, which is seen on the contrary by the outside departments. 

4.3.3.2 Information Feedback 

Regarding the information feedback in the company there is a mix of bad and good reviews. On 
Fridays every employee gets the weekly newsletter with all current information about the 
company. The information in the newsletter is about the whole company, while most of the 
employees are only interested in their departments section This leads to that crucial information 
might be lost.  
 
“If there is technical stuff maybe I am not interested in, so I lose interest, but maybe I lose 
important information there as well (…)”. 
 
Hallpressen AB is very efficient when it comes to informing the readers of the daily news, but they 
are not so good in spreading the information internally. Sometimes the information does not 
travel the right way, sometimes the managers do not know how much of the information is 
received by the headquarters and the CEO. Therefore, according to the interviews, IC is very 
essential in order for the company to move forward. It is not enough that managers know what is 
going on, everyone should be informed.  

4.3.3.3 Information Responsibility 

Hallpressen AB company spreads information in many ways to the employees, and it is the 
employees own responsibility to take part of it. Usually larger companies have an internal 
communication department or an internal communicator However, Hallpressen AB has no one 
in such position. Instead, the marketing department is responsible for the communication. The 
marketing department works as communication department, but not at the moment. The 
department cannot function as two, with the amount of marketing tasks they get. Therefore, the 
main focus is on the marketing, which means that the responsibility of communication belongs to 
every department. As every department communicates differently, there is no clear and common 
communication structure.  
 
Nor are there clear responsibilities for some of the internal communications channels, that the 
company use. For instance, according to the interviews, at least three people were mentioned as 
responsible for the intranet. When asked about this, the designated responsible staff member did 
not know that they were responsible for the intranet. With an internal communication 
department or internal communicator in charge, these problems would be solved.  
 
“I believe there should be someone working with internal communication in the company.” 
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4.3.3.4 Need of structure 

According to the interviewees, there is no structure for communication and every department 
solves its communication issues differently. As mentioned by the interviewees and shown in the 
rich picture communication channel model (Appendix 9), the company uses a very high number 
of channels in distributing information in the company. There are no specific routines for 
spreading the information. Everyone is communicating differently. There is no structure for 
spreading information to the employees.  
 
“I’m doing it one way, another person is doing it another way, there is no structure for this.” 
 
The marketing department has tried to create a structure regarding the company’s Facebook 
groups, so that people would not post anything, and criticizing each other. They have completed 
around ten manuals for posting on Facebook. Even though they have good intentions, they 
struggle to make these manuals known to everyone. According to the interviews, every channel 
being used by the company should have a structure of what sort of information should be posted 
there, or who should post what. But a structure will not be helpful, if there is no one supervising 
it constantly. 

4.3.4 Communication 

This category consists of six sub-categories: internal communication, external communication, 
informal communication, formal communication, communication satisfaction and 
communication improvement. In this section, the authors will cover the mind-set of the 
employees towards communication, the form of communication being used in the company, the 
satisfaction level of the existing communication and communication improvement suggestions 
made by the interviewees.  

4.3.4.1 Internal and External Communication 

In this subcategory internal communication is referred to as departmental communication while 
external communication refers to communication between departments. As shown in the rich 
picture communications channel model (Appendix 9), every department has their own 
communication routines. Some prefer to communicate through NewsPilot chat, some only use 
emails, some prefer telephone calls, and some just walk by.  
The occurrence of these routines in different departments creates misunderstanding of what is 
the most appropriate way to communicate with employees of other departments. This creates silos 
between departments. From the interviews, it was evident that externally communicating 
departments uses a variety of channels. The most common channel used for communicating 
internally and externally was email. This is probably the explanation of the email information 
overload mentioned by a significant number of the employees.  

4.3.4.2 Informal and Formal Communication 

All interviewed managers answered that the communication in their departments was informal, 
while two of them underlined that they tried to make it more formal. Almost all managers agreed 
that the communication in the company itself is a mix of formal and informal communication. A 
number of managers stated that they perceived the communication in other departments than 
their own as more formal. 
 
The advantage of informal communication is that everyone is more open to ask questions and give 
suggestions. This form of communication breaks down the wall of formality between co-workers. 
While working in a team, where everyone is on the same hierarchical level and you have to share 
news quickly and efficiently, employees do not feel any barriers. Considering that decisions have 
to be made on a daily basis, employees can switch to formal communication.  
 
“The challenge is to get into more informal communication and to do much more chit-chatting.” 

4.3.4.3 Communication Satisfaction 

Only five of the interviewees were satisfied with the existing communication in the company. They 
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believed that it was good enough for now, but they do not dismiss the idea of making it better. As 
one manager stated: 
 
“The communication here is quite simple, quite complicated, there is so much information 
around that it is easy to miss something or to be not aware (…)”  
 
Another interesting suggestion from the interviewees is to make the communication better, is the 
introduction of product ownership. Product ownership works in a way that you assign a product 
or a project to someone, they are communicating every details of it and they take most of the 
decisions. This initiative would motivate employees and clear out responsibility for better 
communication and would make less redundant work. 

4.3.4.4 Communication Improvement 

The interviewees were given the opportunity to give suggestions of how to improve the 
communication. Four managers suggested that employees should communicate more frequently 
with others inside the company, tell other departments what is happening in their department 
and communicate more verbally to develop deeper personal contact. The company should be 
more efficient in informing the employees of new developments. The authors want to highlight a 
valuable suggestion from two managers on how to improve communication. They suggested to 
have workshops in which employees would be taught how to communicate in a team building 
fashion and these workshops should consist of employees from different departments, to increase 
communication levels between different departments.  
 
Regarding the technology part of the communication, the interviewees gave suggestions how to 
improve the communication. According to the interviewees, there should be one channel for all 
the employees to get information, as there are too many channels and not all the employees have 
access to or specific accounts in them (for example Facebook). Therefore, the only channel that 
reaches everyone is email, but there is too much emailing and significant information gets lost in 
the process.  

4.3.5 Channels 

This category covers five sub-categories: communication channels, channel feedback, email 
feedback, chat feedback and intranet feedback. Communication channels examine the mostly 
used channels in the company and channel feedback explains the feedback received about them. 
The last three sub-categories go more in detail about the main communication channels and what 
are the mind-set of the interviewees towards them. 

4.3.5.1 Communication Channels 

The mostly used communication channels in the company were emails, Skype, telephone calls 
and texting, Facebook groups, NewsPilot chat, Asana, Google Drive, intranet, and the weekly 
newsletter. Not every department uses all of these tools for communication. Weekly newsletter is 
a newsletter sent to every employee on Fridays. The newsletter consists of information what is 
happening in the company, new developments from the CEO and other department managers. 
The intranet is used for one-way communication towards employees. There is only a handful of 
employees with the access to posting information on the intranet or to upload documents. The 
digital department is using Google Drive for the purpose of planning. Department employees 
share the same documents, where they constantly update the information about the upcoming 
articles. The marketing department have started using Google Drive as well. Asana is used only 
with the developers, to plan the milestones and deadlines. NewsPilot chat is used by every 
journalist, from all the newspapers, which belong to Hallpressen AB. The use of Facebook groups 
resembles to use of an informal intranet. Employees have the permission to discuss and raise 
some questions. Telephone calls and texting is usually used to get in contact with clients, 
customers and when rapid communication is needed. Skype is used to communicate with 
developers, external freelancers and outside departments. The most used communication tool in 
the company is email. Email is used for all sort of communication, for short messages, for long 
discussions, for planning meetings, and for approaching new customers.  
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4.3.5.2 Channel Feedback 

This subcategory describes the feedback of the previously mentioned communication channels. 
Skype is frequently used in the company. A number of managers consider it better than email, 
due to that information might be lost in email. One interviewee explained that Skype provides too 
much information: “Sometimes you go online and you have a hundred unread messages. You 
scroll through them carefully, but you still lose information”.  
 
Another interviewee mentioned that sometimes he has meetings on Skype, but it is only 5-10% of 
all meetings that is being performed on Skype. Asana is a new tool for the company, not many 
employees use it, only the ones involved with development. In this tool you have a possibility to 
put notes on created milestones or deadlines in projects. These notes are usually put there after 
Skype meetings with developers. Facebook groups are used by many employees and the 
information there is considered more current than other information. The disadvantage with the 
Facebook groups is that the company has over 400 employees, while in the Facebook group there 
is only 244 members. As a result, about half of the employees does not use Facebook. The second 
disadvantage is that employees sometimes have accused others of writing bad articles. Therefore, 
a structure for the Facebook groups is needed to stay away from these incidents. Weekly 
newsletter is another way for the managers to distribute the most important information to the 
employees. The only concern is that the employees are more focused on the information from 
their own departments rather than the whole company.  

4.3.5.3 Email Feedback 

Email is the most used communication channel by all the employees in the company. The email 
program used is Microsoft Outlook, which is connected to a calendar. This channel is used for 
internal and external communication. Managers send out meeting invitations as calendar events, 
and the receivers only need to accept it to book the meeting. After meetings some of the managers 
send out conclusion points to the participants. Only three interviewees considered email as the 
best communication tool. The reason for this was that emails can be stored and read afterwards, 
creating a history were they can follow up made decisions.  
 
“My email is my archive.”  
 
According to the interviews, there were also disadvantages with email as a communication 
channel. Firstly, the information overload in the email inbox was considered as substantial. One 
of the interviewees estimated that only 60% of the received emails were useful to him and there 
was not enough time to answer all of them. Another interviewee estimated that in the time span 
of one week he got around 500 emails. Considering that only 60% is useful, employees are unable 
to answer all of them and at the same time to do their job. More than half of the interviewees 
agreed to getting too many emails and a lot of those emails did not even consider them. Secondly, 
interviewees do not consider email as the fastest communication tool available. When in need for 
a quick decision, employees will rather make a telephone call than send an email. Finally, email 
is considered the only communication channel that can be pushed on employees. However, you 
cannot force a reply from the employees.  
 
“(…) there is an email to send in ideas. But no one writes. I have to ask departments for even 
feedback.” 
 
When interviewees were asked about the possibility of replacing email with a chat for internal 
communication, the responses were unclear. Some of the interviewees considered it as a 
possibility to use chat, because it is faster than email. Some thought that this is the next step, while 
others raised the thought that the problems that now is connected to email would just be 
transferred to the new medium, in this case chat. 

4.3.5.4 Chat Feedback 

Hallpressen AB are familiar to chat as the NewsPilot software is used with an integrated chat 
function. Before that, the email program Lotus Notes was used with an integrated chat. The 
NewsPilot chat function comes with its fair share of disadvantages, such as no history. 
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Accordingly, every time you close the chat window the messages are lost. On the other hand, Lotus 
Notes was praised by some of the interviewees, as you could see who was online and directly 
contact the person. But the company came to a decision of changing the system to Microsoft 
Outlook. The interviewees had no idea what led to this decision.  
 
“I don’t know why they changed Lotus notes to Microsoft Outlook, because it was really good to 
use.” 
 
During the observations, the authors found that the IT/Web department was testing another 
instant messaging (IM) solution called Slack. Therefore, during the interviews, Slack was in a 
short form presented to the interviewees and they were asked for their feedback on replacing 
email with this solution for IC. More than half of the interviewees considered the possibility of 
using Slack instead of email internally. Considering that IM is a tool for informal communication, 
some of the interviewees suggested that it would be more efficient to communicate by short 
messages. IM allows to send pictures and is more resembling a verbal conversation than an email 
discussion, which could create engagement. In addition, the interviewees were positive to the idea 
of creating group and category chats, such as a group for a department or a project. Another 
interviewee liked the possibility of Slack as it can be used on smartphones and the smart search 
function, which lets you search for a desired text inside the application and inside all uploaded 
files. 
 
Not every interviewee was enthusiastic about the chat. The largest disadvantage of the chat was 
considered to be the notifications, which would disturb the workflow. There is a fear that chat 
might with time suffer from the same problems as other communication channels. People are 
happy with it when it is new, but later they might notice same problems that email has today. 
Employees might transfer the problems of email to Slack. Other interviewees could not see any 
advantages considering chat.  
 
“I don’t know actually if chat has advantages over email (…); Cannot find a reason to use chat 
instead of email.” 
 

4.3.5.5 Intranet Feedback  

The company’s intranet is one of the safest channels for the executive committee to communicate 
with employees. The purpose of the intranet for the company is quite unclear and who is 
responsible for the intranet is unclear as well. A number of the interviewees used the intranet for 
looking up specific documents such as instructions, handbooks, legal policies, sick leaves, 
vacations, and employee contacts. The most logical explanation from the interviews is that the 
intranet was the first way to share digital information in the company, and display all information 
and news in one place. One interviewee mentioned that the intranet originally was not meant for 
employees to interact in, but for the executive committee to post news. This implies a one-way 
communication.  
 
The usage of intranet is low. A large number of employees do not use intranet the intranet at all 
as they do not even remember their passwords. One of the interviewees stated that not more than 
5% of employees were visiting the intranet. Not even all of the interviewees visited the intranet 
and all of them were in high positions in the company. The opinions about the intranet were 
mainly negative. The intranet was never popular, the layout of it is lousy, it is not welcoming at 
all. The update rate on the intranet is very low, more current and daily information to the 
employees is posted on Facebook groups.  
 
“But there is not a lot of new information in the intranet, it seems like it is dead.” 
 
When asked improvements of the intranet, some interviewees suggested to change everything, 
while some did not even see any purpose to improve it. Firstly, the intranet should be more visual, 
more appealing to the eye so that employees would feel welcome there. Secondly, there should be 
a better structure, such as special pages for departments, where employees could upload 
documents or have an open discussion forum. The intranet should create interactions for the 
employees, so that it can be transformed into a two-way communication channel. One interviewee 
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suggested a chat function inside the intranet, a chat room which could be used for everyday 
businesses. Finally, the intranet would need a notification system for the employees, so that every 
time something is uploaded the employees would be notified. Finally, the employees should have 
the intranet as their homepage, so that directly at the beginning of their work day, they will check 
the published information. 

4.4 Focus Group Interviews 
Based on the future plans of several departments to implement Slack, the authors decided to 
perform two focus groups with the employees. There were two focus groups of five people per 
each, a total of ten employees. In a company that has over 400 employees, the focus groups 
covered less than 2,5% of the employees. Therefore, the findings presented here cannot be 
generalized to the whole company. The collection of analyzed data from the focus group interviews 
is presented in Appendix 8. 
 
During the focus groups the employees were working with the IM system Slack and performed 
three scenarios (Appendix 5). Below, we present the results of focus group interviews. The results 
are presented and sorted into applicable categories created by the findings from the observations 
and the interviews.  

4.4.1 Channels 

During both focus groups the employees described which channels they were using in their daily 
work and how Slack fitted into it. The different channels mentioned by the participants will be 
described and follows a general channel feedback of these channels. 

4.4.1.1 Communication Channels 

One significant comment from the first focus group was that they mostly used email in their 
department and that it was necessary for them to communicate with people who were located 
outside of Hallpressen AB. Another employee stated to have used the chat function of the 
application Microsoft Lync, which is similar to Slack, but this software was not used anymore in 
the company. The employee liked this chat function and compared it to the existing chat of the 
application NewsPilot, which is lacking essential features. Another channel used for mobile 
communication was WhatsApp, which is still not very used in Sweden. 
 
“I use WhatsApp, but that is not so common in Sweden.” 
 
Several employees stated that they used Google Drive and Dropbox in their daily work. They liked 
that Slack is connected to these services. This is similar for social media like Instagram and 
Twitter. The marketing and editorial departments used social media to promote news and 
newspapers, and Slack was also connected to these channels. Several of the employees used Skype 
to communicate with the IT/Web department about technical issues. Conclusively, this showed 
that the employees of the company used a number of different channels for different topics and 
that this also depended on the communication partner. 

4.4.1.2 Channel Feedback 

The employees gave feedback about all the different communication channels and compared it 
with Slack. The existence of a lot of different channels made the employees suspect that Slack will 
be just another communication channel, which they will have to be updated on. The high number 
of current communication channels creates the possibility of miscommunication, because 
employees would use different channels and thus stand a risk of losing information. Another 
negative aspect is the similarity between Slack and other channels like Facebook and Skype. One 
employee asked why it is necessary to use another channel, if similar solutions already exist. 
 
“I am asking why should you use it if there exist similar things.” 
 
During the comparison with the other channels, the employees discovered the disadvantages of 
other channels, and how Slack could handle these disadvantages. One problem of the Facebook 
group is the amount of content and the lack of a good search function. Another disadvantage of 
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Facebook is the low information security. One employee used the group chat function to discuss 
work related topics and Facebook had access to all of the messages sent and received. Slack would 
be more advantageous, because it has higher level of security and would provide better safety for 
the chat content. Two of the focus group participants preferred to communicate through chat, 
more than through telephone calls. A chat message can be answered during a meeting or after the 
meeting, and does not disturb the workflow of the employees. 
 
“I think Slack is good for replacing internal telephone calls, because you can answer it when you 
want.” 
 
The two focus groups had different first impressions of Slack. One group was more critical and 
did not want to rush into the new technology. One employee wanted to be open-minded and to 
try out new technologies and did not want to lack behind in technology.  
 
“I don’t want to go backwards and I want to try out new things. Be critical and not just jump in 
directly.” 

4.4.1.3 Email Feedback 

Regarding email feedback an employee gives an example what would happen if email should be 
replaced with a group chat. A manager sends out a task per email to three different employees. 
The employees would send back their answers with the choice of the task they want to do and the 
manager needs to allocate the tasks, if two or three employees would like to do the same task. 
Performing this communication through email reduces the probability of collaboration among the 
employees. The employee compares it with a group chat, where the manager and all of the 
employees see the choices of others and can find a solution together. A group chat would increase 
the collaboration in this scenario. 
 
“For example we receive so many emails per day, editor gets one mail and she sends it to three 
reporters, she wants us to answer it and tell us if we want to do something with it, so she gets 
three emails instead from us.” 

4.4.1.4 Chat Feedback 

Slack was considered to be to start using by the participants in the focus groups. All participants 
like the simplicity of sharing documents with each other. Most of the functions were self-
explaining and Slack gave feedback if something went wrong. One of the scenarios, presented by 
the authors and moderators of the focus groups, has the task to send a document to the other 
participants of the focus groups. The participants liked the simplicity of the document attachment 
and that it could be done by a simple drag-and-drop of the document to the chat conversation.  
 
“It is easy to get started.” 
 
One focus group participant had problems to start with Slack, because of a perception of lack of 
purpose to use the software. The introduction video and the scenarios helped to get started and 
the participants understood the purpose of the application. Two of the participants suggested 
purposes to use Slack in their departments. Only few participants do not see any purpose to use 
Slack in their department.  
 
“It is not that easy if you don't know what is the point of it.” 
 
All of the participants agreed that Slack allows for more informal communication and is similar 
to a Facebook messenger. One participant points out that the vibrant design and a too informal 
communication in the channel would encourage people send anything they want. The 
introduction of Slack needs some workshops and manuals, so that employees will learn how to 
use Slack and keep the communication as formal as possible.  
 
“It looks like Facebook and you think you can send anything.” 
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The potential use of Slack in projects and in large groups of user was controversial. One of the 
focus groups thought that Slack would not work in a project group or in a large company. The 
other focus group thought that Slack would be perfect for projects and large user groups. The 
integration of external services, like Google Drive and Dropbox would allow the project teams to 
share documents quickly and with integration of project management tools, the team would be 
up to date with the progress of the project itself. The two different perspectives were hypothesized 
to be explained through the way the participants of the focus groups communicate in their daily 
work. The critical group mostly used meetings to communicate and discuss about their projects. 
The positive group used chat and email to communicate in their projects and shared documents 
through cloud services. 
 
“Slack could be good for projects. In marketing we have projects, but now we use document in 
Google Drive together and Google Drive is connected to Slack.” 
 
The participants agreed that Slack is similar to several other channels they are using to 
communicate. This similarity makes the change to Slack easy and would allow the employees to 
focus on less communication channels and make the information flow easier to administrate.  The 
participants compared Slack to three other communication channels: Skype, NewsPilot chat, and 
Facebook. Skype was used to chat and for conference calls. Slack had a group call function, but it 
was in a beta state and only available in the premium version. 
 
“Skype could be replaced by Slack.” 
 
Facebook has a group and a chat function. Both of these functions are better solved by Slack and 
more secure. Slack offers a higher security level and the participants liked the fast and useful 
search function of Slack, where Facebook is very slow and not so reliable. The last channel 
discussed in the focus groups was the NewsPilot chat. Firstly, this chat function was not available 
to all employees of the company and it was lacking functions. Few participants pointed out, that 
they wanted to replace the NewsPilot chat with Slack and make the communication faster and 
easier. The employees perceived a lack of functions, such as chat history, group chats and the 
attachment of documents. 
 
“I was thinking that messages could be saved in there, because in NewsPilot chat everything 
disappears when you turn it off. And on Slack when you turn it off it still stays in place.”  
 
The largest advantage for the participants was the rapid communication with Slack. One 
participant explained his current work situation and how Slack could be useful for him. This 
participant worked in a big office with 25 other employees. Through the day he needs to speak to 
several of his colleagues. Walking by takes too much time, shouting disturbs the other employees 
and calling is inappropriate, when you are in the same room. Slack would allow him to send a 
quick message and through the notification the colleague would see his message directly and 
answer him or come over to help. 
 
“Slack is good for short communication.” 
 
The participants of the focus groups reported to be disturbed by all the notifications from Slack, 
when they received a message or someone posted a message in a group chat. There is a possibility 
to turn off the notifications, but participants might be worried about missing messages when the 
notifications are deactivated. Some of the participants wanted to know more about the different 
functions of Slack and how to use it more efficiently.  
 
“We were disturbed by all the notifications, but it can be turned off.” 

4.5 Focus Group Observations 
During the focus groups, the authors were taking notes of the participants’ behavior towards the 
application and the interaction among the focus group participants. In Table 10, the observation 
comments gathered from the two focus groups are presented. The authors want to highlight that 
none of the participants had previous experience with the application of Slack.  
 



43  

The results from the two focus groups vary almost every aspect. In the first focus group (FG1) the 
communication was informal, people were laughing and talking with each other, while in the 
second focus group (FG2) the communication was formal and very strict. The participants of FG1 
was engaged in conversations with other participants to figure out how to accomplish the 
scenarios. The participants were even showing each other their laptop screens and explaining the 
completion process step by step. FG2 had only two participants that were engaged in a 
conversation to solve the tasks together, considering that both of them knew each other and were 
working in the same department. Collaboration was very strong in FG1, while there was no 
collaboration in FG2, not even after the authors explicitly mentioned three times that “If you 
encounter problems, you have your colleagues to rely on solving them (…)”, then the group 
helped one colleague to complete the tasks. The English interface of the application raised some 
problems for four participants, which also gave feedback in Swedish. Overall there were only two 
participants, one from FG1 and one from FG2, who had significant difficulties to complete the 
tasks. This is hypothesized to be due to lack of computer skills. The participants who managed to 
complete the tasks rapidly, were also looking what other functionalities Slack could offer, checking 
the cost and details of the application on the Slack homepage. FG1 that was collaborating more 
had a faster completion time of the scenarios. FG1 finished all the scenarios in 13 minutes 32 
seconds, FG2 finished all the scenarios in 16 minutes and 7 seconds. 
 
Table 10: Observation comments 

 Focus group 1 Focus group 2 

Observation comments X1 X2 X3 X4 X5 X6 X7 X8 X9 X10 

No previous experience with 
Slack 

+ + + + + + + + + + 

Start directly with the tasks + + + +    + + + 

Informal communication, 
people are laughing and talking 
with each other 

+ + + + +      

People not talking much with 
each other’s 

      + +  + 

Engaged in conversation to 
figure everything out 

 + + +  +   +  

Trying to complete tasks on 
their own 

+    +  + +  + 

Showing each other their 
screens to solve problems 

+ + + + +      

Have more problems in 
completing the tasks 

 +     +    

Strong collaboration  + + + + +      

English interface was a 
problem  

 +   + + +    

Going deeper into 
functionalities of Slack 

+        + + 

Finished all the task in a faster 
manner 

+   +  +  + + + 

Discovering new functionalities 
of Slack 

+ +  +       

Lack of computer skills   +     +    
Struggling with Slack interface  +     +    
Notification distracting 
participants 

 +   +  +    

Communicating more after 
done with the tasks 

+  + +    +  + 

Visiting the Slack homepage 
and looking up details about 
the product 

        +  

 

  



44  

5 Analysis 

In this chapter, the analysis of the empirical data is performed by answering the research 
questions and discussing the findings against the literature presented in the theoretical 
framework. 

5.1 The Internal Communication Situation at Hallpressen AB 
RQ1: What is the current situation of internal communication at Hallpressen AB? 
 
In seeking to answer research question 1, the authors investigated different parts of IC inside the 
company. These parts were: the type of communication, the communication approaches used, the 
direction of communication, and the existing IC channels.  
 
To analyze the current situation at Hallpressen AB, it is important to understand how it evolved. 
As Saltzis and Dickinson (2008) state, the introduction of computers into newspaper newsrooms 
added more tasks for the editors and journalists. The authors gathered the same statement from 
the journalists in Hallpressen AB, as they had a high workload and less time to investigate their 
own articles. Not only the workload increased for the editors and journalist, but also the amount 
of different communication channels for all the employees. In the rich picture Communication 
Channels Model (Appendix 9) which shows the communication between departments, the 
authors listed 23 different communication channels. Only four of these channels were not directly 
connected to the Internet. The introduction of computers and Internet increased the amount of 
communication channels and information is available in just few clicks to everyone in the 
company. According to Cowan (2014) people will never be less connected and will have less 
information as they have today. 
 
The IC in Hallpressen AB is influenced by the spread of the Internet in a similar way as their 
business process. In the results, the authors described how the company went through a 
restructuring process due to spread of the Internet. A similar process is needed to solve the 
complexity and chaos of IC at Hallpressen AB.  

5.1.1 Type of Communication  

Results from the interviews and the observations show that both formal and informal 
communication is performed inside the company. Within departments the communication is 
mostly informal. Argenti (2013) argues that informal communication is the source for trust in the 
management and the company. This kind of trust ensures a higher productivity and employee 
engagement (Welch, 2011). The findings show that informal communication had a positive effect 
on the work morale in the company. However, the communication between the departments were 
more formal. The employees referred to lack of information provided by other departments and 
this can be related to a lack of open and informal communication. As previously indicated, Tourish 
(1997) suggested two main factors of effective IC and one of them was the increase of the general 
flow of information through informal communication. Albeit Tourish (1997) does not define to 
which extent there should be an increase of information and therefore, he overlooks the possible 
information overload, which is evident in the findings from the interviews and the observations. 
According to the employees, they perceive a substantial information overload as a negative effect 
on their daily work.  

5.1.2 Communication Approach 

The CCM shows that the company currently lack managing of communication and that the 
communication is decentralized. Decentralized communication allows the departments to have 
control of their own communication activities. This approach is, according to Argenti (2003), 
more flexible for the departments, but at the same time, if no one is responsible in overseeing the 
communication activities, there is a potential risk of inconsistent messages. The findings from the 
interviews showed that the marketing department should work as a communication department, 
but does not do so at the moment. Therefore, the responsibility of the communication activities 
lies in the departments. To be more effective in the information flow and IC, Argenti (2003) 
suggest a mix of centralization and decentralization. It is evident that one central point for all the 



45  

communication and information does not exist in the company. The web of IC has several central 
points, like the advertisement production, the digital department, as well as the TV and IT/Web 
department. Due to their specialization, these departments need to communicate with all editorial 
offices in the company. As a result, these central points only receive and distribute very specific 
type of information connected to their specific tasks. This type of centralization is only focusing 
on department related information. Argenti (2003) describes the optimal way of decentralization 
as a network of managers and employees who adapt to the special needs of the independent 
departments.  
 
One significant point of the information and communication centralization at Hallpressen AB is 
the managers. The employees communicate their concerns and questions to other departments 
through their department managers. The same goes for the smaller outside located offices, which 
send the articles they write to one specific strategic editor at the headquarters. This is considered 
as one-way communication as the strategic manager does not distribute information back to the 
reporters. Argenti’s (2003) defines communication as a two-way process, and this is not the case 
here. This could also explain the perception of being left out of the change process and 
development in the company, stated by the outside located offices.  

5.1.3 Communication Direction 

The communication in an organization in general have only two directions: downward and 
upward. Argenti (2013) argues that upward communication is important for the management to 
receive new ideas, feedback about the working environment and constructive criticism of changes 
in the company. The findings from the observation resulted in the two subcategories of “freedom 
of decision” and “decision structure”. This indicates that a downward communication approach 
is used at Hallpressen AB, and the interview findings supported this conclusion. During the 
organizational change initiative, the company was very hierarchical in order to make rapid 
decisions, and lower level employees were not evidently involved in the decision process. All the 
changes were made by the top executives and the managers were instructed to implement them. 
The findings from the interviews show that some of the interviewees felt that they were involved 
too late in the decision process and that their feedback was not taken into consideration. When a 
decision was taken and managers had to implement it. This was criticized by the employees and 
they wished for more freedom of decision. In these situations, it is very crucial to get the feedback 
and ideas of the employees, and they should not feel alienated from the process. When employees 
feel that they are a part of the process, they are more willing to reduce the resistance to change. 
The two-way communication would compel the employees to give feedback on the current state 
of the company and the top executives could take it into consideration in their own decision 
processes.  

5.1.4 Hallpressen AB’s Existing Internal Communication Channels 

To show the complexity of the communication channels used internally and externally between 
departments in the company, the authors created the Communication Channel Model (CCM) (see 
Appendix 9). Concluding from the model, the most used communication channels for IC were 
email, telephone, meetings, walking by and chat. All of the departments are using these 
communication channels for different kind of topics, except the chat. Meetings are mostly used to 
give information to groups of employees in an informal way and Skype is used for meetings 
between different offices. Email and telephone is used to communicate between employees, 
depending on the topic. For quick and easy communication, the employees prefer to use email 
and for more complex topics, the employees prefer to use the telephone. Welch (2011) supports 
this with his results that employees prefer face-to-face and email communication, because the 
employees prefer two-way communication and these communication tools allow a symmetrical 
two-way communication process.  

 
The biggest problem of email is the amount of messages received per day. The findings from the 
interviews show that one interviewee received approximately 500 emails per week and most of 
them did not necessary concern the recipient. This creates an information overload for the 
employees. Still many of the employees prefer the asynchronous communication through email 
over telephone calls, because they can decide when to check their emails and they have an option 
to look up previously made decisions to prepare for the conversation.  
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Another communication channel is the chat function in the application NewsPilot. This software 
is used by all the reporters. This allows the reporters to communicate with each other in a more 
synchronous way which enables and increases their collaboration. But as already indicated in the 
interview findings, NewsPilot chat comes with its fair share of disadvantages. The main mind-set 
of the employees is divided, when considering the daily work with this communication channel. 
While some foresee advantages such as reducing the information overload from emails, others are 
mainly focused on disadvantages such as notification disturbances in the working environment. 
 
The use of Facebook groups is another way for the company to collaborate and share information. 
These groups mainly include informal communication between the employees. Employees can 
share, comment on and like content posted by the company. The company’s Facebook group is 
considered as the informal version of the intranet. The information is being posted regularly and 
the information is more informal, and therefore, employees can relate to it more easy. The 
Facebook group has the purpose of creating an internal feeling of belonging to the company and 
has similarities to the idea of internal branding by Tourish & Hargie (1996). The Facebook group 
and the chat system have similar problems, as not all the employees have access to it. The 
NewsPilot chat is mainly used by the journalists and almost half of the employees do not have any 
Facebook account. 
 
In order to reach all of employees the company utilize two communication channels. The first of 
these channel is the company’s weekly newsletter, which is sent out every Friday per email and 
has the information about the departments and the company. The second communication channel 
is the intranet, which contains all the formal news and information about the company. The 
employees and the managers criticize the lack of structure, lack of current information and low 
number of visitors in the intranet. To improve the intranet is a good opportunity to improve the 
overall information flow in the company and the authors will argue why in more detail in the next 
section (research question 2).  

5.2 Opportunities for Communication Improvement 
RQ2: Where are the opportunities to improve the information flow and establish more efficient 
communication channels? 
 
Regarding the answer to the second research question, the authors will provide the following 
suggestions for communication improvement: upward communication, informal communication, 
internal branding, and an internal communications department.  
 
The goals defined by Argenti (2003) to establish effective IC focus on to make the employees and 
the management more productive and thereof improves the company’s business efficiency. This 
impact of effective IC is supported by Tourish and Hargie (1996). To enhance the IC, Tourish 
(1997) suggests simple and continuous improvements, like weekly meetings. Based on these ideas 
the authors analyzed the current situation of Hallpressen AB for opportunities to improve the 
internal information flow and establish more efficient communication channels. 

5.2.1 Upward Communication 

As pointed out previously, the communication direction in the company is mainly downward. 
Employees are not willing to give feedback, until they are explicitly asked to do it. Employees 
should not hesitate to give feedback, suggestions, or even criticism if needed. The communication 
and information flow should be a two-way process. Good upwards communication could, 
according to Cornelissen (2008), be facilitated by the management building trust towards their 
employees.  
 
Another way of understanding how to build upward communication, is through performing a 
communication audit. Robson and Tourish (2005) performed a communication audit in a 
company called HCO. Their results revealed opportunities to improve the upward communication 
through more frequent face-to-face communication, especially between managers and employees, 
and more communication about crucial change issues. The interview findings showed that there 
was only one manager who highlighted the importance of being transparent with the group.  
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5.2.2 Informal Communication 

During observations of the departments, it was evident that the collaboration inside the 
departments was high, compared to the cross-departmental collaboration. A high level of 
collaboration and social interaction in small teams is supported by Tourish and Hargie (1996). 
Small teams are defined mostly by close location, informal communication and continuous 
dialogue among the team members. In order to solve the challenge of a lot of employees 
communicating together, they are divided into teams. However, a new challenge arises from there, 
of how to make those teams communicate. This kind of environment cannot be established for 
the whole company, but simple changes in the way of communication and information sharing 
can be beneficial for the whole company.  
 
White, Vanc and Stafford (2010) argue that the use of electronic communication channels can 
flatten hierarchies and allow the employees to receive the information first-hand from the top 
management. Flatter hierarchies additionally increase the level of informal communication. Four 
interviewees highlighted a concern, that employees should talk more frequently with others inside 
the company and be better in telling other departments what is happening in their department. 
This could be solved by more informal communication. Two interviewees mentioned that they 
would like more informal communication in type of “chit-chatting”, so that employees could 
develop personal relationships with other department employees. As a result, from this type of 
communication, employees would be more acquainted with other departments’ work. This would 
increase the cross-departmental collaboration.  

5.2.3 Internal Branding 

The findings from the interviews showed that almost all of the managers were missing 
engagement from their employees towards the company. Although, they are engaged in their 
department work, there is no engagement when it comes to the company itself. The authors 
believe that this could be due to the employees not relating to the company. A solution for 
achieving this connection would be internal branding. Argenti (2003) explains that internal 
branding aims to create emotional ties for the employees towards the company. Focusing on this 
important area, might lead to improved employee morale and better results for the company. 
Employees will be able to relate to the company’s goals and vision, and they will be more willing 
in trying to achieve them.  

5.2.4 Internal Communication Department  

With reference to sub-category called “need of structure”, the authors received the same results 
from the interviews and the observations. The communication in the company was perceived as 
unstructured. All managers communicate in different ways and every department used their 
preferred communication channels. There were no guidelines for communication and the 
company did not have an operational central channel to reach all employees. The complexity of 
the communication inside the company can be seen in the CCM (Appendix 9). Electronic 
communication channels could be beneficial, as they could be used without any time or location 
barriers. However, there is a significant need of a communication department or at least a 
corporate communicator in charge of managing and administering these channels. The 
responsibility of establishing the preferred channel of communication and the guidelines of how 
to use it would fall under the corporate communicator. The responsibility of a corporate 
communicator is to manage communication that supports organizational goals and objectives, 
ensures a proper flow of needed information to the right employees at the right time, is consistent 
with all the organization’s activities, is open and honest, and avoids or mitigates potential crisis 
(Gillis & IABC, 2011). The authors believe that the most suitable communication model for the 
company is the Clampitt (2005) communication model. This model differentiates between who 
channel with focus on the communicator and what channel with focus on the message. The 
corporate communication department or the corporate communicator could establish the 
channels depending on the aim and characteristics of the message. 
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5.3 Suggestions for the Future 
RQ3: What IT solutions currently exist and could be implemented to facilitate the internal 
communication flow in Hallpressen AB? 
 
Currently there are a significant number of IT solutions that could be implemented to facilitate 
the IC flow in Hallpressen AB. In this section, the authors will go through some communication 
channels that already are implemented in the company, such as email and intranet. Later the 
authors will examine the possibility of implementing the IM application tested in the focus 
groups, called “Slack”.  

5.3.1 Email 

Interviews and observations showed that email was the most used communication channel by all 
the employees in the company. Given the disadvantages of email from the findings of the 
observations and interviews, the authors would like to focus on possibilities to improve the use of 
this communication channel. 
Firstly, there is a possibility of creating a structure and guidelines of what sort of information 
should be sent through emails. The sender should monitor who are the recipients and if they need 
to be involved in this particular email. Short messages could instead be placed on a more informal 
communication channel, such as IM. These small changes would result into decreasing the 
information overload from emails and would make email into a communication channel which 
could spread significant formal information.  

5.3.2 Intranet 

Intranet is safe, free of charge, and accessible to all employees in the company. The problem is 
that the usage of it is very low among the employees. Therefore, there is a need for improving the 
channel and making it more used. As previously mentioned, the company needs a one central 
point of communication, which would reach all of employees, and the authors believe that intranet 
could fulfil this purpose. Firstly, there is a need of improving the structure of the channel in the 
form of new sections in the intranet, where employees have the permission to publish 
information, to comment on it and to create discussions. Employees could create content 
themselves and this would create more interactions among them, in the same way as posting on 
a Facebook group. An already existing solution for doing this improvement is a forum system, 
where users are able to create their own topics and discuss them. Forum usually come with a 
search function, which would be helpful in finding the previously discussed topics. This solution 
idea was presented to the interviewees and more than half of them reacted positively to it. They 
believed that a forum system inside an intranet would make it more informal and could increase 
the usability. Secondly, one of the biggest disadvantages of the intranet is the gatekeepers. They 
restrict the flow of information, by making decisions of what can be placed on the intranet through 
regulations set by the company. The authors suggest that the communication department would 
be in charge of creating guidelines for the intranet. However, all employees should have access to 
publish information on the intranet. This would add an upward communication direction to the 
already existing downward direction. The intranet would be a two-way communication channel. 
Finally, one of the interviewees mentioned a developing of a notification system for the intranet, 
which would announce to the employees when new information is posted on the intranet.  

5.3.3 Slack  

Another suggestion for the company is an introduction of an instant messaging (IM) application 
called “Slack”. The authors were introduced to Slack while doing the observations of the 
departments. The IT/Web department at Hallpressen AB was already testing this application, but 
it was not clear if the company was going to implement it, and it is still not clear. Therefore, the 
authors considered Slack as one of the possible solutions for facilitating the IC process inside the 
company.  
 
IM is mainly used for brief, informal and context-rich interactions, to increase the collaboration 
in the company among employees (Vos, Hofte & Poot, 2004). The authors argue that IM can be 
preferred over email, because of the ease of use and its capacity of building relationships. Inside 
the company the negative feedback from the interviews, observations and focus groups 



49  

considering their existing chat system inside NewsPilot, was consistent. The employees were not 
satisfied with the current IM system, as it did not have a chat history, did not support document 
sharing and not everyone had access to it. 
 
Slack provides a function to integrate additional applications, such as Google Drive, Dropbox, 
twitter, Zappier (connects other online services to send in notifications to Slack), and email. From 
the CCM (Appendix 9) it is evident that Google Drive, Dropbox and other online communication 
channels are used in the company. Inside Slack every department can have a public channel 
created for their needs, where the department employees can perform their own discussions. As 
well there is a possibility of creating a private channel, which would have a restriction, that 
employees could join it only after being invited there by the administrator. When in need of 
reaching some particular employees, there is a possibility of direct messaging. Considering that 
IM tool is for informal communication, pictures can be uploaded either for collaboration purposes 
or just to keep up “the spirits”. Being similar to other IM systems like Facebook messenger or 
Skype chat, it is not difficult to get used to the interface. In addition, Slack can be used on 
smartphones, which lets you get information also when not present at work.  
 
In order to understand how employees would perceive this channel, the authors held two focus 
groups. The participants of the focus groups did not have any previous experience with Slack. The 
focus groups performed differently due to different ways of communicating in their daily work 
routines. However, the employees’ general opinion of the application was positive, and they 
agreed with the idea of communicating through short messages with Slack instead of using email. 
The participants noticed the similarities of the application to other online chat system and as a 
result, it was easier for them to learn the new interface. Employees also gave negative feedback 
about the application, such as the disturbances caused by the notifications and that people would 
start messaging about anything in Slack. However, Slack provides a possibility to mute all the 
notifications for a period of time. As previously explained, there has to be a person or even a 
department in charge of managing the communication channels, and Slack is no exception.  

5.4 Conclusion  
Summarizing the conclusions of the analysis in brief, the following things should be noted. 

 The internal communication inside the company is disorganized. At the moment, the 

company is using 23 communication channels, which is disproportionately too many. 

 In the company, the communication is a mix of formal and informal communication, and 

the informal communication has a positive effect on the work morale and the sense of 

belonging in the company. 

 The communication in the company is very decentralized. A decentralized 

communication approach is more flexible for the departments, but at the same time has 

to be administered by someone.  

 The communication direction is mainly downward and the employees’ ideas and feedback 

does not always reach the top management level. 

 There is a potential for improving the existing communication channels in the company, 

to establish a more effective IC by decreasing the number of communication channels and 

to create a structure for the communication inside the company. 

 Before the company introduces new communication channels to the work environment, 

they should essentially clarify the communication responsibilities, or assign a person or 

a department who would be managing the existing communication channels, and should 

create policies for each communication channel. 

 The marketing department is responsible for the communication, but this responsibility 

is not prioritized and, as a result of it, there is a lack of structure in the use of 

communication channels in the company.  

 The instant messaging application Slack presents a number of advantages for making the 

internal communication more effective in the company. However, just to add one more 

communication channel without re-thinking the communication patterns, would not 

solve the communication problems in the company.  
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6 Discussion 

6.1 Result Discussion 
The goal of this thesis was to investigate the IC situation at Hallpressen AB, propose suggestions 
of how to enhance the existing information flow and propose existing IT solutions, which could 
facilitate the IC.  
 
Based on the theoretical framework of the thesis, the authors perceive IC as an important part of 
a company. We have obtained a significantly better understanding of the challenges that arise in 
order to establish effective IC in a company. The observation of the departments and interviews 
with the managers and executive committee members supported the initial assumption of the 
authors, that Hallpressen AB has challenges with their current situation of IC.  
 
Considering the answers of the first and second research questions, the theoretical framework 
and the chosen data collection methods were helpful in understanding the IC situation in the 
company and suggesting numerous of options to improve information flow and IC. Concerning 
the third research question, the authors provided suggestions of how the already existing channels 
in the company could be improved, and identified potential of implementing IM application called 
“Slack” as an IC channel for all the departments. The possibility to use Slack for IC in the company 
was supported by number of departments. These departments considered IM as a helpful tool in 
facilitating their constant need of communication.  

6.2 Methods Discussion 
The case study approach proved to be an appropriate choice for the research study. Through three 
different methods of data collection, observations, interviews and focus groups, it was possible 
for the authors to establish a data triangulation (Yin, 2003) and increase the quality of the results.  
 
The observations were helpful in understanding the existing situation of the IC inside the 
company, which was then complemented by the interviews held in the company. While 
conducting the observations and the initial informal and unstructured interviews, the 
observations were more focused on the employees and the departmental communication. The 
subsequent semi-structured interviews were held with the managers and executive committee 
members. Management and employees did not always have the same perspective and considering 
some of the answers there was an evident divide of the attitudes. However, most of the findings 
from the observations were later confirmed by the interview findings. The focus groups were 
focusing only on the IM application Slack. Because of the low number of the employees who 
participated in the focus groups, the authors have not generalized the results to the whole 
company. However, the results were presented in a generic manner. 

6.2.1 Limitations 

As a qualitative research, the main limitation of the case study is that no statistical generalization 
of the results can be made (Yin, 2003). With 14 interviews and observations of nine departments 
the amount of respondents is limited, when compared to the general number of over 400 
employees. The authors have focused on the managers and executive committee members as 
interviewees. The employees’ perspective of IC could not have been covered efficiently in the given 
timeframe of the thesis.  
 
Transferability is described as a form of non-statistical generalizability as it focuses on whether 
it is possible to connect results can be applied in other contexts with the same characteristics 
(Lincoln & Guba, 1985). Transferability is ensured by gathering as much as possible of relevant 
data, and provide as rich descriptions of the data as possible. From this perspective, there might 
be a possibility of transferability of our findings to other Swedish media companies in the same 
situation and of the same size as Hallpressen AB. 
The authors had high expectations of doing quantitative analysis in form of analyzing the email 
response time frame in the company and conducting a companywide survey to get employees 
feedback about the IC. However, the authors compromised and decided to leave out quantitative 
analyses due to two reasons. First, the email database was not provided, on account of the Swedish 
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law, which invokes the media company to protect the anonymity of their sources for the news. 
Second, the amount of already collected qualitative data was enough demanding to analyze within 
the given time frame. The authors would not have been able to analyze any amount of additional 
quantitative data simultaneously.  

6.3 Implications for Practice 
The case study can be used by Hallpressen AB in the form of a communication audit. Compared 
to the explanation of Clampitt (2005), how a communication audit should be performed, the case 
study fulfils almost all of the aspects. First of all, the audit should be performed by external and 
independent consultants, in this case master program students. Second, the collection of data was 
performed through three different data collection methods, to cover the managers and employees’ 
perspective. Third, all of the statements during the observations and interviews were treated 
confidentially and the research was fully supported by the top management. As a result, the 
authors did not focus on single statements of employee, but instead referred to categories and 
meaning units from the qualitative content analysis (Graneheim & Lundman, 2004), which 
resulted in an analysis of the situation in order to identify potential improvements for 
optimization of the internal communication.  
 
The authors would like to suggest the company to conduct a companywide employee survey to 
gather general feedback about IC. Before introducing new communication channels, the company 
should thoroughly examine their advantages and compare it to the IC needs of the employees, 
gathered from the survey. Another suggestion would be to hold focus groups with a greater 
amount of participants to test Slack. With a greater amount of employees participating in the 
focus groups, the results could be generalized for the whole company.  

6.4 Future Research 
The following list presents potential aspects for further research: 
 

 The media company has encountered significant challenges, while shifting from only 
print-based to a combination of print-based and digital news. It would be intriguing to 
investigate what other challenges occur in media companies that shift from print-based 
to digital news, and how these challenges affect the IC flows inside the companies.  

 In the past, the company was very hierarchical. After the organization change initiative 
they have achieved a flat hierarchy. It would be interesting to investigate how the change 
of leadership style can benefit from IC. 

 The authors suggested the implementation of an IM application Slack. If the company 
will consider implementing it, then it would be interesting to examine what challenges 
arise in the implementation of IM and to which extent it increases the efficiency of IC. 

 As the authors have not covered the possibility of implementing social media to facilitate 
internal and external communication flows inside the company. It would be interesting 
to investigate how an implementation of social media would influence internal and 
external information flows in the company.   
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Appendix 1: Questionnaire for managers 
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Appendix 2: Questionnaire for CEO 
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Appendix 3: Present hierarchy in Hallpressen AB 
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Appendix 4: Focus group room 

 

 

Appendix 5: Focus group scenarios 

Scenario 1  
Create a public channel with the name of your department and add at least two other 
people in it from this room. When created share the word document called “test” from 
desktop with the channel members. Write a comment about the document “test”.  

Scenario 2  
Create a secret channel with the name of your department and add another two people in 
it from this room. Try to interact with each other in the secret channel.  

Scenario 3  
In the secret channel write a message in which refer to the public channel with the help of 
hashtag (#). Send a direct message to one of the participants in this room. Try the search 
function in Slack to find the “Test” document.  

 

Appendix 6: Meaning units from the observations 
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Appendix 7: Meaning units from the interviews 
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Appendix 8: Meaning units from the focus groups 
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Appendix 9: Communication channel model 

 


