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As we talk about the changes in the media landscape, I want to draw attention 
to the developments that have occurred since the development of social media 
in the late 1990s. I will argue that although social media has had a key role in 
providing people access to information and news, it has also led to revolutionary 
changes in the publishing media industry, not all of which are beneficial to so-
ciety. 

The internet and social media have fundamentally changed the way we create 
and access information and especially how factual evidence-based information 
is discovered and shared (Bruns, 2005). Several scholars (for example Cova and 
Pace, 2006; Brynjolfsson and McAfee, 2007; Meraz, 2009) have argued that so-
cial media has been a driver for consumer empowerment (Toffler, 1980) making 
us less dependent on institutional, mainstream media. While this argument is 
justifiable, I believe that there are several issues that we should be concerned 
with. The argument in favor of social media is based on various assumptions. 
For example, we often assume that people can and will be able to find the news 
or stories that they should know and care about, or that all information is equal, 
but we know that it is rarely that straightforward. Social media platforms are 
built on the premise of content being free and participatory, while platforms 
have, in fact, the right and obligation to moderate content that is not deemed as 
suitable for a platform (Gillespie, 2017). While traditional media companies 
manage content through journalistic rules and norms, social media platforms 
have not wanted that responsibility (ibid). Yet, platforms are increasingly work-
ing with governments and trying to monitor and delete content that is deemed 
harmful.  

In addition to user policies regarding what content gets moderated, platforms 
are commonly for-profit companies. When thinking about the most popular so-
cial media platform in 2017, Facebook, we know that because it is a publicly 
traded company, it will do the necessary actions to be profitable and satisfy its 
various stakeholders. This includes having a business model that successfully 
includes advertisements served by various brands, analyzing user behavior and 
cashing in on user data (Ovide, 2017). The company, like all other social media 
companies, acts on its users’ data and constantly experiments with the users’ 



newsfeeds by updating the feeds’ algorithm (Kramer, Guillory, & Hancock, 
2014). As an outcome, every user has a slightly different newsfeed, with a view 
that is tailored for each individual user. While it is beneficial for users to get 
tailored content, this becomes problematic when a social media platform such 
as Facebook or Twitter is the key venue for finding and consuming news and or 
information. Thanks to various forms of social media (including blogging), news 
is not necessarily equal to independent, journalistic content. 

As alternative sources for news, information and media have become more 
popular, media institutions and especially print publications have faced con-
stantly diminishing numbers of print subscribers and decreasing revenue from 
advertising. As people are less willing to pay for content, media companies have 
had to lay off journalists and some companies have even gone bankrupt (Hel-
singin Sanomat, 2013; Sokol, 2016). In addition to these challenges, some jour-
nalism programs in universities have disappeared and the public’s trust in me-
dia institutions has declined (Swift, 2016). Facing the pressure from a changing 
media landscape, media companies have had to assess their level of commit-
ment to their existing business model, their need and their willingness to 
change, as well as their skills, competencies and resources to function in the 
changing environment (Gershon, 2013; Oh, Animesh, & Pinsonneault, 2016). 
The growing amount of information on social media has also made it challeng-
ing for people to differentiate between factual news and opinions (Owen, 2017). 
As one consequence, in the U.S. elections of 2016, we witnessed how several 
intentionally misleading non-journalistic articles received more attention from 
the public than fact-based articles from independent media outlets (Silverman, 
2016).  

Knowing all these developments, in this dissertation I want to investigate how 
these events have unfolded from the perspective of print, publishing media com-
panies and individual, professional content producers. By using in-depth inter-
views, I investigate individuals in media organizations to map what is and has 
been done, by whom and why in the context of social media platforms in order 
to identify different adaptation tactics and to provide a rich description of the 
adaptation process. The relationship between information and communication 
technology and organizational change has been observed in various studies (see 
for example Gurbaxani & Whang, 1991; Mattila, Nandhakumar, Hallikainen, & 
Rossi, 2010). Prior research has especially focused on the process of deinstitu-
tionalization and on the process of implementation of various technologies in 
organizations. There are, however, only a few studies that focus on organiza-
tional change in various phases of an adaptation process (with few exemptions 
such as (Mattila et al., 2010). The purpose of this research is to identify and 
analyze the actions taken by professional content producers and media compa-
nies to adapt to the institutional changes caused by social media platforms. 



In today’s new information era, open access to online content production, pub-
lishing tools, distribution channels and social media, specifically peer-produc-
tion by individuals like bloggers have disrupted the media industry. Research in 
this dissertation showcases an example of changes and consequent actions that 
occur when the access and tools for information and content creation are de-
mocratized and a traditional industry, in this case the media industry, needs to 
adapt to this change. The media industry, similarly to the taxi industry and Uber 
and the hotel industry and Airbnb, has been disrupted by technology and open 
access to tools and information. People have always had opinions, but with the 
internet and social media, it has become easier for anyone to share their opin-
ions. These technologies have created a tension of power between professional 
content producers and individual content producers, such as bloggers. 

I argue that in the future, professional content producers will have an even 
more important role than before. No matter how digital these media companies 
will be, they will have the responsibility of showing an example for ethical, in-
vestigative, fact and background-checking and independent publishing. As pro-
fessional content producers are trying to figure out how to collaborate with so-
cial media platforms and use them as efficiently as possible in media produc-
tion, consumers of media are trying to assess how to evaluate the credibility of 
information and how to be critical of news sources. Media companies are deal-
ing with questions such as when, where and how should content be produced, 
and what are the challenges that may lead to the end of the media business over-
all (Bailey & Seock, 2010; Rothmann & Wenzel, 2014; Straubhaar, LaRose, & 
Davenport, 2013)? This is an important question that requires scholarly atten-
tion and immediate answers. For Information Systems (IS) scholars, the inter-
est has lied in mapping the differences between print publishing and internet-
based media (Raso, Werth, & Loos, 2015), evaluating the implications of pay-
walls for the theory and practice of social media (Oh et al., 2016), and examining 
the relationship between new media (i.e. digital media), old media (i.e. tradi-
tional offline or physical), and sales (Dewan & Ramaprasad, 2014), to name a 
few. In this dissertation, I explore how professional content producers have 
adapted to a new way of creating information, sharing content and finding their 
audiences in a digital media world. 

To this end, I address the issues arising from the developments of online con-
tent production by answering the following research question (RQ):   

How are social media reconciled with organizational change among content 
producers? 

This research question is addressed through the themes of content production 
and promotion, audience engagement and relationship-building.  

More specifically, this research provides a rich description of how professional 
content producers have experienced and reacted to the growing popularity of 



social media platforms. It looks into the actions of professional content produc-
ers and media companies as they experience how individuals are getting media 
content and information in several forms and through various online channels, 
not all of which are controlled by media companies. This dissertation consists 
of four sub-studies, which provide a snapshot on the content producers’ and 
media companies’ pre-adoption, adoption and post-adoption phases of social 
media platforms. The research approach in this dissertation is qualitative, using 
a mix of methods such as interviews, netnography and participant observation. 
These are all individual empirical studies, all of which commenced when I had 
the access and opportunity to do targeted research on a particular aspect of so-
cial media. These studies are not all exhaustive nor are they all mutually exclu-
sive. The purpose of this introduction is to explain how all of these sub-studies 
are connected to the media landscape.  

Based on the findings from the sub-studies, I discuss the role of social media 
platforms in driving change and creating new structures for professional con-
tent producers and media companies. This research uses neo-institutional the-
ory as described by Greenwood and Hinings (1996) as a lens for mapping the 
findings from the four sub-studies. Moreover, by answering the research ques-
tion, I address this problem and theoretical space of media and professional 
content producers’ adaptation to the changing landscape of social, online media. 
The findings show how adapting to social media platforms leads to the for-
mation of new institutional arrangements. Specifically, I find that media com-
panies have reacted to specific events in their market context and those that 
have been successful in their adaptation have developed alternative sources of 
revenue to advertising or community building on social media platforms. This 
research confirms Greenwood and Hinings’ reflections on the role of organiza-
tional dynamics in a company’s ability to change and adapt to a surrounding 
market context. Through cases analyzed in this work it can be argued 
that radical change has been necessary for traditional media companies such as 
in sub-study 3 to succeed in adapting to social media platforms and remaining 
competitive in the new landscape, while convergent change has brought short-
term success to companies such as the one in sub-study 4. 

This essay-based dissertation is structured as follows: In the following chap-
ter, I review the relevant literature and present the key concepts, after which in 
chapter 3, I summarize the research problem and describe the methods. After 
that, I shortly describe the sub-studies. In chapter 4, I summarize the findings 
after which, in chapter 5, I map and discuss the findings through the lens of neo-
institutional theory. Lastly, I provide a description of this dissertation’s impli-
cations and limitations as well as suggestions for future research.   



In this chapter, I present the key definitions and literature used in this work. In 
order to understand how professional content producers have adapted to social 
media platforms, it is important to review some aspects of adaptation, media 
and journalism, social media and peer production, engagement and word-of-
mouth. I will also briefly describe neo-institutional theory, which will be used in 
chapter 5 to map the findings of the sub-studies. I describe each of the defini-
tions and concepts briefly and explain how I connect the approaches and why 
they are a part of the dissertation. 

2.1.1 Professional content producer 

As I discuss professional content producers, I consider any individual that 
makes a living from publishing, creating content (such as for example a blogger) 
or working in a media company. 

2.1.2 Media company 

When discussing media companies, if not separately mentioned, I discuss the 
companies included in this study. Specifically, I refer to companies included in 
sub-studies 1, 3 and 4. It is only when drawing my findings together that I will 
discuss the companies in the context of the larger media landscape. 

2.1.3 Social media platform 

Social media platforms are defined in this dissertation as digital platforms that 
enable interaction with multiple parties and encourage users into active usage 
of a platform and are monetized through advertising (Boudreau & Hagiu, 2008). 
In literature, social media platforms are considered as representative of multi-
sided platforms that are characterized by network effects, generated by the pres-
ence of both sides of the market, which ultimately benefit the participants of the 



platform (Armstrong, 2006; Boudreau & Hagiu, 2008; Haucap & Heimeshoff, 
2014; Rochet & Tirole, 2003). Social media platforms have several actors, e.g. 
content providers, users, and platform owners (Boudreau & Hagiu, 2008). In 
this dissertation, and all of its sub-studies, we acknowledge the role that all ac-
tors represent for media companies, but we maintain the perspective of profes-
sional content producers.  

2.1.4 Democratization 

With democratization, I refer to the equal open access to online content produc-
tion and publishing tools and distribution channels. The possibility for alterna-
tive perspectives reduces the likelihood of bias and therefore increases democ-
ratization (Miranda et al. 2016). Democratization is one of the key functions of 
traditional, journalistic media (ibid). 

2.2.1 Social media and peer production 

For various researchers, social media provides a perspective into the culture and 
communal nature of the Internet. Learning about types of content production, 
especially peer production such as blogs, one of the earliest forms of social me-
dia, is important because it can help researchers and professional content pro-
ducers understand how information is created and shared online (Chau & Xu, 
2012). Social media has started as peer production and hence it is often dis-
cussed synonymously with user-generated content (UGC). However, the defini-
tion of UGC applies when content is published on a public website or a website 
that can be accessed by a group of people and is created outside of professional 
practices (Kaplan & Haenlein, 2010). In this dissertation, I focus specifically on 
the effects of social media on professional content producers and their working 
practices.  

Social media platforms represent technologies that enable users, both profes-
sional content producers and consumers to generate and create content, profil-
ing, networking and social network ties (Kane, Labianca, & Borgatti, 2014). So-
cial media platforms are considered in literature as representative of multi-
sided platforms, which are characterized by network effects, generated by the 
presence of both sides of the market, which ultimately benefit the participants 
of the platform (Armstrong, 2006; Boudreau & Hagiu, 2008; Haucap & 
Heimeshoff, 2014; Rochet & Tirole, 2003). Social media platforms have several 
actors, e.g. content providers, users and platform owners (Boudreau & Hagiu, 
2008). In this dissertation, and all of its sub-studies, we acknowledge the role 
that all actors represent for media companies, but we maintain the perspective 
of professional content producers.  



2.2.2 Blogging 

To understand why social media platforms have become an important outlet for 
content for both individual users and professional users, it is necessary to be 
familiar with one of the earliest forms of social media: the weblog, or blog. Blogs 
are a secondary unit of analysis in this dissertation, because they present an in-
teresting example for media companies and for research on professional content 
production due to their socio-technical nature. Scientists from various disci-
plines such as IS (Aggarwal & Singh, 2013; Vaast, Davidson, & Mattson, 2013), 
computer science (Kim, Zheng, & Gupta, 2011) and media (Siles, 2011) have 
been studying people’s motivation for blogging and producing content online 
(Nardi, Schiano, & Gumbrecht, 2004) and the way bloggers interact, create net-
works, and share knowledge online. Bloggers are identified as early adopters (Li 
& Du, 2011) and opinion leaders (Shoham & Ruvio, 2008; Summers, 1972). As 
opposed to professional content producers, bloggers are motivated by gratifica-
tion (Sepp, Liljander, & Gummerus, 2011) and a willingness to experience and 
share their personal experiences (Guadagno, Okdie, & Eno, 2008) on social me-
dia. One’s willingness to share knowledge and personal information on social 
media platforms is highly affected by their perception of trust of the audience 
and the content platform (Chai, Das, & Rao, 2011; Hsu & Lin, 2008). 

For a blogger, the size of and the engagement with a blog’s audience is a key 
metric for measuring success. Although blogs are characterized by their com-
ment sections and the ability to discuss with other users (Schmidt, 2007), en-
gagement equals more than just visible discussion. For example, it is important 
to understand that although the audience on social media platforms like blogs 
may be highly engaged with the content, i.e. spend several minutes consuming 
the content, less than a third are usually active discussants. These silent and 
mainly observant content consumers, are defined in literature as lurkers (Shao, 
2009). Lurkers on social media platforms seek enjoyment through various 
means such as community membership (Sepp et al., 2011), entertainment and 
inspiration (Baumer, Sueyoshi, & Tomlinson, 2008). Lurkers are also some-
times described as opinion seekers (Xun & Reynolds, 2010). Engagement with 
lurkers or opinion seekers is harder to measure, and yet considering how large 
a proportion of an audience they represent, they are important for any content 
producer to acknowledge. 

In this dissertation, I will argue that as the audience shifts towards popular 
social media platforms such as Facebook and Twitter, the nature of relationship-
building on social media will become more difficult to manage and measure. 
Additionally, it will require strategic actions for dealing with the audience’s 
channel switching behavior (Isaacs et al., 2012) as well as the audience’s dimin-
ishing emotional attachment to or brand awareness of any specific professional 
content producer. 



2.2.3 Social media and media business models 

In addition to understanding how social media platforms have evolved from a 
user perspective, it is relevant to briefly examine their business models. With 
the increased popularity of and growing audience on social media platforms, the 
business models of these platform companies, such as Facebook, have been 
changing from providing mere networking services to consumers to including 
advertising opportunities for companies by profiting from platform audiences. 
For the purpose of this dissertation, a business model is defined as a theory of 
the business that answers the questions asked by Peter Drucker (1994): Who is 
the customer and what does he or she value? Where does the company’s revenue 
come from? What is the logic that explains both how value is created for the 
customer and how it is created for the business?  

The business model for media companies (mainly print media companies) has 
revolved around consumers and advertisers. Figure 1 visualizes how value has 
been created for the media business and its customers (both B2B and B2C). 

Updating the traditional media business model to be more receptive to a social 
media landscape has not been an easy endeavor for print media companies and 
professional content producers. In a marketplace where consumers are less will-
ing to pay for content, many professional content producers (named media own-
ers in the above figure) are focusing their efforts toward gaining more revenue 
from advertisers, e.g. advertising-based models (Mossberg, 2017). Since a large 
share of audiences is on social media platforms, various media organizations 
have started to advertise on the platforms. However, at the time when this work 
was started, researchers found that media managers rarely had a clear strategy 
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for adapting their products and content for social media (Wikström & Ellonen, 
2012). Instead, a common approach has been to share content on social media 
platforms in the hope of being able to attract some of its large user base to the 
media company’s content. 

As professional content producers have tried to be more attractive to audi-
ences on social media, they have sometimes paid the platforms to increase the 
views of the content that they have published on social media. By advertising 
content and posts on platforms such as Facebook, producers have been able to 
pay for their content to be shown and therefore increase the likelihood of their 
content appearing on the page (e.g. newsfeed) of their target audience (Darwell, 
2013). Using such advertising services, also called sponsoring, on a platform like 
Facebook includes getting statistics on the advertised content’s performance 
(Facebook, 2017). However, similarly to Google advertising, in which advertis-
ers can buy banner advertisements and pay for content to appear in the search 
engine’s results (Bucklin & Sismeiro, 2009), the companies using the platform 
for advertising get only a small portion of the performance data. As the content 
that users get to see is decided by an algorithm, few actors external to the plat-
forms know what content is visible to whom (Gillespie, 2017). For media com-
panies, the lack of transparency about the way social media platforms operate, 
the power dependencies of and coopetition with social media platforms have 
become issues of strategic importance (Bell & Owen, 2017). These issues play a 
key role in the de-institutionalization of media organizations. 

As will be discussed in more detail in sub-study 1, several professional content 
producers consider social media platforms an important forum for publishing 
content, sometimes even more important than the websites of the media brands. 
Understanding the logic of social media platforms and how to produce content 
on and for the platforms is an important part of the digitalization process of of 
media companies. As a growing number of professional content producers share 
their content on social media platforms, one of the many challenges they face is 
the fact that close to half of the users of the platforms have trouble identifying 
the original producer of the stories (Moses, 2016). In 2016, we came across dif-
ferent kinds of challenges, caused partially by the increasing power of social me-
dia platforms, with regards to access to and consumption of media online. Some 
of the striking examples occurred during the 2016 presidential election in the 
United States, as there were a number of false stories, also called fake news ar-
ticles about the candidates published and shared on Facebook (Allcott, H., & 
Gentzkow, 2017). One of the important questions then became, what is true and 
credible news and how do we know what is fake? These questions regarding the 
credibility of a source is strongly related to the changing dynamics within the 
digitizing media industry. With web 2.0 technologies, through blogs and social 
media platforms, people (with and without journalistic training) have been able 
to produce and share content online. Before the U.S. elections, there had been 



little discussion (outside the media industry) about the importance and great 
power that tech companies, such as Google and especially social media plat-
forms like Facebook have and how to deal with it (Bell & Owen, 2017; Owen, 
2017). 

2.3.1 Adaptation to systems and social media platforms 

Adaptation is an important concept throughout the dissertation, as I seek to de-
scribe how professional content producers have adapted to the increased popu-
larity of social media. From the variety of definitions for adaptation that exist, I 
identify my research closest to Orlikowski’s definition from 1996. In Orlikow-
ski’s study, she defines adaptation as consisting of continuous accommodations 
and reciprocal variations in practice over time (Orlikowski, 1996). Depending 
on how one looks at adaptation, researchers often opt for either a variance or 
process approach. There is a large pool of studies in IS which apply a variance 
approach to understanding and predicting the use of information systems (Ven-
katesh, Morris, Davis, & Davis, 2003) and another pool that applies a process 
approach and focuses more on users’ adaptation to information systems and its 
outcomes on performance and group dynamics (DeSanctis & Poole, 1994; Or-
likowski, 1996). There are also a few studies such as that of Beaudry and Pin-
sonneault that combine both approaches in one model of user adaptation 
(Beaudry & Pinsonneault, 2005). In this research, adaptation to the changes 
caused by social media platforms is seen as an iterative process. This process is 
expected to lead to the adoption of new systems such as content creation plat-
forms, new working procedures such as new measures for successful content 
and overall changes in the business model of media companies.  

2.3.2 Developments of social media and media  

When blogs were created in the beginning of the 1990s, few media companies 
even took notice of this new bulletin board type publication format. In fact, the 
media industry has traditionally rather been conventional and slow when facing 
a need for change (Applegate, Nylén, Holmström, & Lyytinen, 2012). It was only 
when blogs started to gain traction by the end of the 1990s that media compa-
nies started to question the content creation skills and credibility of bloggers. 
When I started my research in 2013, it appeared that from the perspective of 
content producers, social media and especially bloggers were taking a portion 
of the audience away from the media industry’s content (which at the time 
barely had an online presence). This emerges in sub-study 2, in which the media 
company’s solution is to collaborate with a blogger instead of competing with 
bloggers. At the time, it was also often highlighted in the popular press that the 
content that bloggers were creating was not deemed journalistically foolproof. 



However, many of the early bloggers never even meant for their content to be 
compared with journalistic content, let alone to be competing with media con-
tent or companies such as the New York Times (Cheshire & Pinjamaa, 2016). 

As I will describe in more detail through sub-study 2, blogs were often estab-
lished as personal diaries and as a way for a blogger to communicate about their 
personal interests. Bloggers wanted to share their passion for subjects such as 
technology, beauty products, health or fashion. But as some bloggers started to 
attract larger audiences, some of them realized that there were opportunities for 
revenue (Zhu & Tan, 2007). As bloggers started to collaborate with advertisers 
and brands, they started to become more professional. This change led to blog-
gers competing not only for the same audience but also for the same revenue as 
media companies, creating more tension between traditional media and social 
media. When content producers were still looking for ways of serving individu-
als online and best practices for content creation, some of them started to either 
copy the strategies and practices of bloggers or to hire them to blog for the media 
companies. Study 4 provides an exemplar case of such media-blogger collabo-
ration.  

As social media developed further from blogging technology at the beginning 
of the 21st century, social media platforms such as Myspace, Facebook, Twitter 
and Instagram became key forums for millions of online users. These platforms 
were attractive to users for various reasons. Social media platforms permitted 
users to network with friends and share pictures, thoughts and opinions, as well 
as to get information. Around the same time, media companies were losing 
more and more of their print subscribers and consequently also the interest of 
advertisers. This problem led to media companies becoming more serious about 
having websites for their brands online, followed by media brands such as Elle, 
Vogue, and Washington Post also establishing their own pages on social media 
(Tang, Gu, & Whinston, 2012). At first, these social media pages of media brands 
were mainly used to generate interest and awareness about the brands, with the 
hope of eventually gaining more print subscribers.  

For both individuals and professional content producers, social media enables 
sharing and discovering content (Dewan & Ramaprasad, 2014). For profes-
sional content producers, social media platforms have enabled the promotion 
of content and provided a place to build relationships and an online community 
around the content (Weinberg & Pehlivan, 2011). Social media has been im-
portant and useful for content producers wanting to attract users, e.g. an audi-
ence for stories or articles, and for creating word-of-mouth (Robert V Kozinets, 
de Valck, Wojnicki, & Wilner, 2010; Oh et al., 2016). More importantly, sharing 
content on social media has been compelling and necessary, as an increasing 
demographic of media audience is found to rather consume content and news 
on social media platforms, such as Twitter and Facebook, than on media web-
sites (Newman, 2016). As the amount and number of sources of information 



available online exploded, few media companies were able to significantly in-
crease their subscriber numbers. Consequently, many media companies tried to 
invest more in online publishing and gaining online subscribers. They unfortu-
nately then realized that few online users were willing to pay for online content, 
since there was always an alternative news source and website to go to in the 
case of coming across a paywall, (i.e. a requirement to pay a fee in exchange for 
content) (Oh et al., 2016). Despite this online publishing challenge, some media 
companies have managed to develop a profitable revenue model. Sub-study 3 
provides a case example of one such company. 

2.3.3 Creating engagement and word-of-mouth on social media 

Engaging with other users and content is an incremental part of social media. 
Online user engagement in the context of social media refers to the quality of a 
user’s experience with an application and his or her motivation to use it (Leh-
mann, Lalmas, Yom-tov, & Dupret, 2012). Social media platforms such as Face-
book, Instagram and Twitter have changed the prominence of traditional forms 
of social media (e.g. blogs) and transformed the way professional content pro-
ducers, including media companies, create content and spread it online. What 
is more, social media has made shared-interest groups less media-centred (Rob-
ert V Kozinets, de Valck, et al., 2010). This has in turn diminished the ability of 
professional content producers to retain audiences on their own platforms, e.g. 
websites, over time.  

According to prior research, social media can help companies improve cus-
tomer engagement (Porter, Donthu, MacElroy, & Wydra, 2011), create word-of-
mouth for content (Kozinets, de Valck, Wojnicki, & Wilner, 2010; Lee & Youn, 
2009; Quinton & Harridge-March, 2010), provide insightful data and improve 
a brand’s trustworthiness (Porter et al., 2011). Social media platforms can also 
be used by professional content producers to communicate directly with current 
and future potential customers (Wikström & Ellonen, 2012) and to share arti-
cles published on a media company’s website. 

There are many reasons why social media platforms are disrupting online 
publishing and content production (Dewan & Ramaprasad, 2014). The tremen-
dous size of audience on social media platforms has led to professional content 
producers like media companies pushing their content to platforms with the 
goal of attracting subscribers to their content (Ju, Jeong, & Chyi, 2014) and cre-
ating word-of-mouth (Oh et al., 2016). Despite the fact that several content pro-
ducers possess experience in using different systems, such as the web, TV and 
radio, as channels to improve the delivery of content (Veglis, 2008), they have 
yet to agree on a specific set of strategic actions for the use of social media plat-
forms (Godes, 2013). Yet, as consumers are spending more and more time 
online, content producers need to establish a strategy on how to distribute, 
measure and manage content on social media platforms (Peters, Chen, Kaplan, 
Ognibeni, & Pauwels, 2013). Social media platforms present a challenge even 



for content producers that are native to the web 2.0 era, such as the media com-
pany Vox Media which only has digital products (Lichterman, 2016). In a study 
of early social media content producers, e.g. bloggers, it was found that even 
they feel overwhelmed by the wide variety of and features in other social media 
platforms and tools (Vaast et al., 2013). In this work, I suggest that similar chal-
lenges are and will be faced by professional content producers.





In this section I approach the choices made about the research approach, elab-
orate on my worldview and summarize the methods used in the four sub-stud-
ies. I conclude the section by describing the context at the time of beginning this 
work and unfolding the theoretical lens used to map the findings from the sub-
studies. 

As presented in the Introduction chapter, the key research question states: 

(RQ): How are social media reconciled with organizational change among 
content producers? 

More specifically, I address this research question through the themes of con-
tent production and promotion, audience engagement and relationship-build-
ing. We have published one conference paper (Bled 2016) that provides descrip-
tive insights into the practitioners’ perspective on content production on social 
media platforms. Through interviews we find that for content producers, one of 
the challenges is to create content that is relevant for each social media platform 
and for each platform’s specific audience. To address this challenge, content 
producers are testing these platforms by recruiting new talents, establishing 
new job positions and investing more in IT resources. 
In another conference paper published in ECIS 2016, we investigated the 
change in the online landscape of individual social media pioneers, namely blog-
gers, in Scandinavia through a mixed methods approach. Based on our research, 
we argue that the future of blogging will be fragmented across various social 
media platforms, with the blog remaining as the core of self-expression. In the 
future, content producers will need to master not only the traditional practice 
of content creation (such as publishing text and pictures), but also various other 
channels, mainly social media platforms, through which they will maintain, 
strengthen and grow their communities. On the one hand, these changes in 
blogging practices provide interesting insights for content producers, and on the 
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other hand, they lead to a new type of competition around content production 
and media audiences on social media. The third paper (currently in review pro-
cess) describes the digital transformation that a Finnish media company faced 
and how it adopted a successful dual strategy to adapt to a new environment. 
The fourth paper (SCIS 2016) focuses on a novel case study of a media com-
pany’s online TV show called Style Day. The case represents an innovative way 
for a traditional media company to offer digital content on various social media 
platforms.  

In this dissertation, I focus on individual actions, processes and practices that 
lead to the emergence of new strategic directions of a professional content pro-
ducer or a production organization, e.g. a media company, as it adapts to new 
technology (Eisenhardt et al., 2010). Few researchers (with the exception of Bell 
& Owen, 2017) have looked into how social media platforms disrupt the media 
industry and particularly professional content production. Researching profes-
sional content producers and changes in their practices is important, because 
media has a profound impact on how people share and evaluate information 
and how they discuss various topics, both offline and online.  

By using in-depth interviews, I investigate individuals in media organizations 
in order to map what is being done and has been done, by whom, and why in the 
context of social media platforms. This is done to identify different adaptation 
tactics and to provide a rich description of the adaptation process. My focus is 
on the professional content producers, e.g. media companies and their employ-
ees. However, as bloggers are a key actor in the social media sphere and a com-
petitor of media companies, I also study these individual content producers. The 
research follows a multi-level perspective.  

With in-depth interviews, I try to understand individuals and their experi-
ences within organizations, as well as the experiences of the companies within 
the media industry. In doing this, I’m trying to comprehend what is happening 
in the industry as a whole. I am, however, not performing an industry analysis, 
but merely reflecting on the individual experiences, and those within the organ-
izations to understand organizational implications and practices. These are all 
separate data points through which I am looking at the bigger phenomenon. In 
the discussion chapter, I will map the findings from the individual and organi-
zational levels to discuss the changes in the industry overall. 

The research approach in this dissertation is qualitative, using a mix of meth-
ods such as semi-structured interviews, netnography and participant observa-
tion. In my approach, I explore and try to understand the meaning that individ-
ual bloggers and media professionals attribute to the problem of the changing 
landscape of media (J. W. Creswell, 2013). My research process involves emerg-
ing questions and the data in most of the studies is collected in the participants’ 
setting. The data analysis builds mostly inductively (and in the case of one of the 



studies deductively) from particulars to general meanings. The focus is on un-
covering the complexity of the changing media landscape through individual 
meanings. In this dissertation, I bring about a pragmatic philosophical 
worldview. My worldview arises from my interest in the participants’ actions 
and the consequences of those actions. In this research, the most important 
thing is not to select one particular system or method, but to find a solution to 
the problem. I believe that collecting different types of data provides a more 
complete understanding of the problem landscape than one single type of data 
could offer. Therefore, depending on the fit of the method for solving a particu-
lar problem, the qualitative method differs in the studies and we are in sub-
study 2 even using a broad survey to provide a supplemental understanding to 
the participants’ views.  

Unlike a constructivist view (see table 1), which I would argue is the closest 
approach to my view, in which a researcher relies more heavily on the interac-
tion with the research participants to uncover meaning, a pragmatic approach 
focuses on the problem at hand.   
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In terms of research design, one out of four studies is based on participant 
observation, one on netnography and two on case studies. Sub-study 2 is a 
mixed methods research in which quantitative survey data provides support for 
a way of triangulating findings from focus group and one-on-one interview data. 

In this work, qualitative methods are used to discover what problems profes-
sional content producers have faced in the past, what issues they perceive and 
what actions they are taking on social media platforms in order to adapt to and 
prepare for the future. Qualitative approaches are extensively implemented by 
IS researchers as a way to gain deep insight into complex and mutable phenom-
ena (Myers & Newman, 2007). To explain collective structures, I will seek to 
understand the fundamental actions, choices and motivations of the individuals 
involved as they adapt to a new technology (Barney & Felin, 2013). This mainly 
exploratory dissertation consists of four studies, in which different qualitative 
methods are used. Neo-institutionalism will then be used as a lens for mapping 



 

the findings from all the studies. The sub-studies and the methods are illus-
trated in Figure 2. 

The research question is as follows: How are social media reconciled with or-
ganizational change among content producers? To address the RQ in the stud-
ies, we use an inductive interpretive approach to learn from the data. In sub-
studies 1 and 2 (see figure 2 above), which are both based on interviews, we per-
petually recorded and discussed impressions and observed emerging themes 
from the data with consistency and rigor (Walsham, 2006). In our analysis, we 
also used elements from grounded theory as we created both coding procedures 
(Glaser & Strauss, 1967).  

In both sub-studies 1 and 2, all authors have conducted open coding of rele-
vant themes to increase agreement and accuracy of the results. After the initial 
open coding stage, we applied axial coding to fit identified concepts into catego-
ries. We then compared the categories and based on them we were able to derive 
final themes that were observed by all authors. Sub-study 3 represents a de-
scriptive and analytical empirical study, in which we used both participant ob-
servation and interviews. In sub-study 4, the last study of the dissertation I 
used a netnographic method. In addition to manually processing the data, I used 
a data mining tool called Leximancer. The semi-automated method of textual 
data mining supported the subjective perspective of the netnography and de-
creased the likelihood of researcher bias.  

There are various benefits to considering multiple cases (Yin, 1994) instead of 
focusing the entire examination on only one case. The studies in this research 
were conducted at a time when professional content producers (journalists in 
media companies and bloggers) were only making sense of the affordances of 
using multiple social media platforms. I would argue that this was an important 
time to conduct these studies, as the research participants were not yet accus-
tomed to social media platforms. They were more prone to reflect on the mean-
ing of these technologies and how it might or might not affect their work. This 
research reflects thoughts of a time when professional content producers were 
unsure of the future impacts of social media platforms. There were differences 
with regards to the participants’ level of experience with social media. For ex-
ample, the participants in sub-studies 2 and 4 were more experienced than the 



participants in sub-studies 1 and 3 as they had started their business online, 
whereas the participants in sub-studies 1 and 3 had started content creation of-
fline, in a print media company. As I performed the analysis of each study, I 
purposefully followed an open-ended categorization of the data, as opposed to 
forcing the results from the informants into predetermined categories (Lampi-
nen, 2014). I considered it important to conduct the interviews at various points 
in time, as it provided me with a broader perspective on the adaptation process 
under study. The pool of data was also enriched by the variety of informants 
with different positions, such as for example journalists, managers, executives 
and bloggers.  

In order to understand how this dissertation unfolds and how I will map and 
discuss my findings from the four sub-studies, I will briefly describe neo-insti-
tutional theory and how it relates to my research. My definition and conception 
for institutional theory mostly relies on Greenwood and Hinings’ seminal sub-
study on radical organizational change (1996). Neo-institutional theory is the 
combination of old and new institutionalism. The theory represents a combina-
tion of various themes that recognize the meaning of regulatory processes and 
systems in shaping organizational change. Institutional theory is not usually re-
garded as a theory that would explain organizational change, but rather as a 
theory that explains the similarities of organizational arrangements in a given 
population (Greenwood and Hinings, 1996). 

The framework is a useful approach for discussing the findings, as it addresses 
the environmental context and both institutions as shapers of organizational ac-
tivities, as well as the individual actors within the organizations who are formu-
lating the strategic decisions and those who have the ability to implement those 
decisions. Importantly, the theory steers the attention towards the interaction 
of context and choice. In essence, neo-institutional theory provides a model for 
understanding change. Without going into substantial detail, figure 3 presents 
the key elements necessary for understanding the framework. 



The key aspects from the process model that will be discussed in this disserta-
tion are 1) context before and after adaptation, 2) the intra-organizational dy-
namics that precipitate and enable change and 3) organizational change. The 
process consists of reciprocal variations in practice over time.  

Institutional context refers to the institutional expectations that influence an 
organization, whereas market context represents the environment an individ-
ual, an organization, or a group of organizations is operating in (Greenwood and 
Hinings, 1996). The intraorganizational dynamics serve as variables and they 
are divided into four entities; 1) value commitments, 2) interest dissatisfaction, 
3) power dependencies and 4) capacity for action. The sub-studies and their key
findings are mapped through these variables. These will be further discussed in 
the chapter Findings of the sub-studies. Value commitments speak to an indi-
vidual’s or a group’s commitment to a specific organizational structure, defined 
by Greenwood and Hinings as a template-in-use (1996). Power dependencies 
refer to the dynamics brought by either market or institutional pressures. Ca-
pacity for action refers to the skills and competencies that are required to oper-
ate in a new environment. Finally, the two aforementioned aspects have an im-
pact on whether organizational change occurs and whether it is radical or con-
vergent, evolutionary or revolutionary change.  Radical change occurs if an or-
ganization completely changes its modus operandi and hence entirely trans-
forms the organization, while convergent change is a result of fine-tuning. Evo-
lutionary change occurs gradually over time, while revolutionary change hap-
pens rapidly and has a simultaneous effect on the whole organization.  

According to the theory, the actions taken by organizations, e.g. behaviors are 
reactions to market and institutional pressures. Overall, the theory permits the 



mapping of organizational arrangements as templates. The templates draw to-
gether the different means of organizing across different organizational cultures 
(Greenwood and Hinings, 1996).   

Three of the papers (sub-studies 1, 2 and 3) employ semi-structured interview 
data to provide an in-depth description of how professional content producers 
experience the evolution of content production and the role of other social me-
dia platforms, one study uses a netnographic approach, in addition to which, 
sub-study 3 also uses participant observation. The semi-structured interview 
data is used to provide an in-depth description of how professional content pro-
ducers experience the evolution of content production platforms in the context 
of social media platforms. The netnographic approach in sub-study 4 is used to 
collect data from a case of collaboration between a professional blog and a media 
company. Similar to interview data, netnographic data can be perceived as com-
plex social, cultural and psychological expressions of the experiences of the in-
dividuals of a community (Moisander, Valtonen, & Hirsto, 2009). The method 
“adapts the open-ended practice of ethnography to the contingencies of the 
online environment” (R. V. Kozinets, 2006). See Appendix for elaborate infor-
mation on data and informants interviewed in the studies.  

As I want to learn about professional content producers’ opinions and interpre-
tations of content production practices in the face of an ever-changing social 
media landscape, I selected two research settings: the primary setting, e.g. me-
dia companies and the secondary setting, professional bloggers acting as con-
tent production companies. We used to live in a landscape in which media com-
panies ruled the media and content landscape. In this dissertation, I look into 
media companies who are dealing with the challenge of social media and indi-
viduals like professional bloggers disrupting the way content is produced and 
changing the power dynamics of content producers and consumers. 

For the reasons mentioned in previous sections, I selected the publishing me-
dia industry as my primary empirical research setting. In the context of the me-
dia industry, the emerged challenges have ranged from declines in print sales to 
failing to cover print losses by requiring a fee for content or by generating reve-
nue from online advertising (Oh et al., 2016). To try and solve the problem of 
plummeting revenue, media companies have invested more resources in appli-
cations of social media. Social media platforms are vital to media companies and 
professional content producers, as they allow consumers to find and discover 



information goods, such as music and news, share them and recommend them 
to other users (Dewan & Ramaprasad, 2014). Consequently, social media plat-
forms have a key role in the sustainability and growth strategies of media com-
panies (Oh et al., 2016). More importantly, social media has as a technology dis-
rupted the working practices of professional content producers and required 
different forms of adaptation. 

The secondary focus of this dissertation is bloggers. Based on the current state 
of personal blog websites, I have reason to believe that bloggers are a prime ex-
ample of competing, individual content producers who sometimes act as media 
companies and incorporate various social media platforms into their content 
production and communication strategies. According to industry experts, more 
than a third of bloggers measure their blogs’ success by looking at the number 
of people sharing their content on other social media platforms (Technorati, 
2011). Furthermore, 94% of bloggers use social media to drive traffic to their 
blogs (Crestodina, 2014), which is a tactic also used by media companies and 
professional content producers. By empirically studying blogging practices and 
their evolution over time we are able to draw key lessons for content producers 
on how to successfully act on social media platforms. 

Ethics is an important aspect of any research. In this work, ethics were consid-
ered at all stages, from the beginning (e.g. the identification of the research 
problem), to the data collection, data analysis and to the reporting, sharing and 
storing of data. 

As I begun the dissertation in 2013, I identified a research problem in which I 
saw benefits for the participants. Each of the four studies started with a thor-
ough discussion with all the participants in which I both informed them about 
the purpose of the study as well as obtained their consent for participation (J. 
Creswell, 2003). It was really important to create a trusting rapport with the 
participants. Therefore, I took time before collecting the data to inform the par-
ticipants about how the data will be collected (e.g. who will have access to the 
raw data and how it will be managed) and how it will be analyzed. For example, 
although I mention the case company in sub-study 3 and name the blog in sub-
study 4, none of the interviewees or blog readers are named. Neither do I men-
tion the informants by name in sub-study 1, 2 or 3. Instead, I have given aliases 
or used the informant’s job position when using quotes. At all times of data col-
lection, I have restricted myself from sharing my personal impressions during 
interviews (J. Creswell, 2003).  

In three of the studies incorporated in this work, I have conducted interviews 
with fellow authors. In each of those studies, I ensured that all the informants 
were aware of the voluntary nature of their partaking in the studies. All the in-



formants also had the option of not answering any inquiry without the require-
ment of explaining their choice. Finally, efforts were made to respect the inform-
ants’ own voice when quoting their answers (Lampinen, 2014). 

In this dissertation, I take the perspective of participant observer. I also recog-
nize that there exist various institutional, structural foundations that might 
have an effect on the changing landscape of online media and the consequent 
adaptation of professional content producers and media companies (Green-
wood & Hinings, 1996). It is especially interesting and important to understand 
how institutional changes are experienced from the perspective of professional 
content producers. Therefore, the focus in this dissertation is on individual- and 
group-level experiences on the ground.  

I limit the research focus to the experiences and challenges for content pro-
ducers regarding the creation, distribution and promotion of content, audience 
engagement with content and relationship-building between content producers 
and the audience on social media platforms. With these boundaries established, 
I also acknowledge that there are numerous other aspects for businesses on so-
cial media platforms that are left out of scope, such as specific effects of WOM 
on content consumption and the role of technologies like adaptive personaliza-
tion and geo-positioning, that could be considered in future research. 

As mentioned before, this dissertation includes research described in four sub-
studies. In this section, I briefly describe the methodologies used in the sub-
studies. The original studies incorporate more elaborate discussions about the 
particular research questions, methods and analysis processes included in each 
study. The overall key findings regarding adaptation will be further elaborated 
in the following chapter.  

3.9.1 Sub-study 1: Experiences of news media companies 

Sub-study 1 is a qualitative study that was conducted in the U.S. and in Finland 
(via Skype) in the spring of 2015. We wanted to learn how news media compa-
nies use digital platforms, specifically social media platforms. Therefore, we 
conducted 10 semi-structured interviews with employees from news media 
companies. To ensure that the companies had an online presence on one or 
more digital platforms, we performed a thorough background analysis of the 
companies online. The position of informants included journalists, editors, 
product managers, as well as top management. All companies were based in the 



The study was bounded by time as the research was conducted within a 
time span of approximately three years. At the company, one researcher 
interviewed executives and managers between January 2014 and February 
2017 (Yin, 2012). The researcher also participated in workshops organized 
for the new creative unit and the acquired company as they were 
formulating their strategy and service proposition. To verify the statements 
from the interviews, we used a range of sources such as financial statements 
and company presentations. We also reviewed various industry reports, 

 

United States, however the majority operated worldwide. Each interview lasted 
from 30 to 65 minutes, with an average length of 40 minutes. 

3.9.2 Sub-study 2: Experiences of professional bloggers 

In sub-study 2, our intent was to provide a grounded understanding of current 
blogging practices in the Scandinavian context by analyzing how those who have 
been blogging for several years see their blogging process today, how their blog-
ging has evolved over time and how they have been integrating social media 
channels into their blogs. We want to understand how bloggers experientially 
see blogging in the past, present and future. With a mixed methods approach, 
we included two different populations in this study. We employed a qualitative 
approach (focus group and in-depth interviews) of Scandinavian bloggers to ad-
dress our primary research questions. In addition, we used quantitative survey 
results to provide a supplemental understanding of opinions and attitudes 
about the future of blogging from the perspective of Scandinavian blog readers. 

3.9.3 Sub-study 3: Adaptation of a media company 

Sub-study 3 is a case study of a Scandinavian media company. The  case is 
based primarily on qualitative data consisting of participant observation and 
semi-structured interviews with key informants and a dozen media 
executives from various media companies, as well as anal-yses of various 
industry reports, internal documents and mainstream media articles. We also 
used a variety of data collection procedures over a sustained period of time 
(Yin, 2012). 

To gain a comprehensive picture of the media industry, we conducted inter-
views with media executives from various media companies between April 2015 
and October 2015, mostly face-to-face, but some also via Skype. Two researchers 
participated in all interviews, which were recorded and transcribed. By inquir-
ing about the business operations of each company, their business model and 
their perceptions of the competitive landscape on the market, we wanted to get 
a far-reaching overview of the industry. We also asked open questions about 
their abilities and initiatives for digital transformation and, more specifically, 
about their use of content platforms, analytics and data. With the inquiries from 
the industry experts, we were able to explore their vision of the future develop-
ments of the media industry and of the role of technology. 



popular press articles and practitioner publications. Altogether, the diverse 
secondary resources helped to build a complete picture of the company’s digital

 digital transformation strategy and its successfulness. 

3.9.4 Sub-study 4: Collaboration of a media company and a professional 
blogger 

The last study in this dissertation is a specific case of media company and blog 
collaboration. Further information on the case company can be found in Appen-
dix A. This sub-study adopts a qualitative, interpretive approach to collecting 
and analyzing the data. Similarly to prior blog research (Brodie, Ilic, Juric, & 
Hollebeek, 2013; Robert V Kozinets, Valck, Wojnicki, & Wilner, 2010; Kretz, 
2010; Pihl & Sandstrom, 2013), netnography or online ethnography is used to 
study an online community and its computer-mediated discussions (Robert V 
Kozinets, 1999). Netnography is suitable for an object of research such as a blog 
in which one expects to find a social tie amongst all members of a group (Robert 
Kozinets, 2010). Comparable to interview data, netnographic data can be per-
ceived as complex social, cultural and psychological expressions of the experi-
ences of the individuals of a community (Moisander et al., 2009). The method 
“adapts the open-ended practice of ethnography to the contingencies of the 
online environment” (Robert V. Kozinets, 2006). Unlike surveys or interviews 
in which one would be constrained by their own choice of language and the 
questions presented, netnography offers a more complete understanding of the 
social and cultural environment (Robert V. Kozinets, 2006). The method pro-
vides tools for capturing the natural context and participative nature of a blog 
(Robert V Kozinets, Valck, et al., 2010). 

This method, coming from ethnography, allowed me to develop an in-depth 
analysis of the discourse occurring on a particular blog’s page. More precisely, 
netnography allowed me to study the shared patterns of language and action 
within this one particular blog community (J. W. Creswell, 2013).  Blogs are a 
valuable tool for corporate communication when the content fits the stakehold-
ers’ needs (Dennis, Minas, & Lockwood, 2016). This case study describes how a 
company proactively listens to their customers through a blog and embraces the 
customers’ contributions to their new online product. The study provides in-
sight into the evolving blog genre and growing blogging landscape.  

This research begun in 2013, reflecting thoughts of a time when professional 
content producers were still only getting acquainted with different social media 
platforms and when media companies were mostly unaware of how and why 
they should or should not publish content on social media platforms. Several 
reasons can be found for their hesitance. For example in the U.S., only 64% of 



adults were using Facebook at the time (compared to 79% in 2016) (Mitchell, 
Kiley, Gottfried, & Guskin, 2013). Yet only 30% would get their news on the 
platform. One reason for such a low number is that media companies were not 
as active participants on social media as various marketers and or brands were. 
Furthermore, merely 34% of Americans liked the page of a news organization or 
media company in 2013 (Holcomb, Gottfried, & Mitchell, 2013). When consid-
ering the number of alternative social media platforms existing in 2013, it is in-
teresting to note that less than 10% of American news consumers would con-
sume news on three or more social media platforms. Furthermore, audiences 
were less willing to discuss news events on social media platform  than they 
were offline with family and friends (Anderson & Caumont, 2014). The timeline 
figures 4 and 5 below illustrate some of these environmental factors and illus-
trate when the sub-studies were conducted. 

As can be seen in the figure 4 and 5, before active and consistent adaptation, 
many of the professional content producers were acting in a market context in 
which the environment had created a pressure to find new sources of revenue. 
The number of consumers willing to subscribe and pay for print content was 
shrinking and advertisers were expecting media companies to attract more 
online audiences and to offer diverse online advertising formats. As social media 
platforms were surpassing media companies, this was a difficult demand. Com-
panies like Facebook were offering a broader range of advertising formats and 



better customer data and were catering to a larger scale of budgets (Bell & Owen, 
2017). 

With declining revenue from subscriptions and advertising, professional con-
tent producers were expected to develop new services and new sources of reve-
nue. As blogs exemplify one of the earliest forms of social media, a form that 
was developed to fit a social online environment, they were expected to have a 
higher prospect of being successful on social media than for example traditional 
media companies. Simultaneously, as the commercial blogosphere was getting 
saturated by a growing amount of commercial collaborations, at the early stages 
of this dissertation, Finnish media companies made a proposal for new rules for 
blog advertising (Mellin, 2013). These rules would include clear instructions 
and guidelines for how to label sponsored content and advertisements. For blog-
gers who had gotten used to posting freely about products given by advertisers 
and sharing their experiences about brands without restrictions, this change 
would have a profound effect on content creation practices. 



In this chapter, I will first briefly summarize the findings from the four sub-
studies included in the dissertation and then describe the findings through the 
lens of neo-institutional theory. Specifically, the key findings will be mapped 
through four variables: the intra-organizational dynamics of value commit-
ments, dissatisfaction with interests, power dependencies, and capacities for ac-
tion. This chapter also includes a brief description of the context before and after 
adaptation. 

In sub-study 1, our interview-based study with professional content producers 
(e.g. media managers and editors-in-chief) in media companies, we find that the 
ecosystem of social media platforms is now seen as a market place for content 
as opposed to the traditional notion of using social media platforms as mere 
marketing channels (Leeflang, Verhoef, Dahlström, & Freundt, 2014, Eaton, 
Elaluf-Calderwood, Sørensen, & Yoo, 2015). The publishing and distribution 
model is changing from the media website being the primary publishing and 
distribution platform to a multi-platform distribution model. Professional con-
tent producers need to recognize the boundary resources of social media plat-
forms and the consequent change in the power structure (Ghazawneh & Hen-
fridsson, 2013). Content producers want to be on social media platforms for the 
positive network externalities. However, as content producers rely heavily on 
social media platforms for producing and sharing their content, they will also 
encounter negative network externalities, such as lock-in and high platform 
provider dependency. Social media platforms like Facebook have a high level of 
authority and leverage due to the tremendously large user base. They are, there-
fore, able to impose their boundary resources on media companies interested in 
publishing on the platforms. 

In sub-study 3, we looked deeper into the digital transformation of a media 
company. We describe how a Scandinavian media company, succeeded in 
digital transformation by following a reactive and pro-active digital strategy 
and finding new business opportunities outside its core business (see figure 6). 



The case provides key lessons on different ambidextrous abilities a company 
needs to have in order to thrive in the digital economy.  

In sub-study 2, we find that with the growing expectations of online audiences, 
popular bloggers experience challenges similar to those of professional content 
producers in media companies. Through the commercial pressure to constantly 
develop high quality content, bloggers are putting more emphasis on creating 
and sharing content through various social media platforms than on networking 
or socializing with other bloggers or readers.  This change in the patterns of net-
working has an effect on the routines and expectations that bloggers have of 
each other (Schmidt, 2007). The findings from sub-study 2 are interesting and 
relevant for professional content producers, as they improve our understanding 
of the strategies that bloggers have adopted for content delivery and audience 
engagement on social media platforms.  

The studied bloggers in our research indicate that a successful, networked 
content producer (e.g. blogger) builds relations directly with audiences on ad-
ditional social media platforms, such as Facebook. A fundamental aspect of 
blogs since their inception has been self-expression in public. Bloggers have had 
control over their ability to express themselves on the Internet as a way to share 
ideas and foster debate and opinion. However, with increased pressure from 
audience expectations (e.g., quality and consistency of high-interest content), 
some have invested more of their time into creating, editing and curating the 
content that is more likely to be of interest to current readers. Thus, blogs have 
moved from serendipitous, unsystematic personal content and reflections to 
more routine, professional content that competes with the content of other pro-
fessional content producers and media companies.  



The last study of the dissertation, sub-study 4, provides a case study of collab-
oration between a media company and a blogger. The case represents an inno-
vative way for a traditional media company to offer digital content. Instead of 
competing over online audiences and advertising revenue with a blogger, the 
studied media company has hired a popular blogger to blog on the media com-
pany’s website. Together, the media company and the blogger 
conceptualized an online TV show sponsored by advertisers. This case 
study highlights the benefits of employing personal blogs. Especially in the 
media industry in 2013 (at the time of the study), few companies had yet 
invested in developing forms of online collaboration that would go beyond 
traditional forms of online advertising. Based on the sub-study, media 
companies have other attractive online content alternatives to provide to 
advertisers than articles. 

In this section, I will further explain the experiences of informants and in-
sights from the netnography and participant observation in the four sub-stud-
ies, as well as the roles of social media platforms in the transformation process 
of the media landscape. In IS, there are diverse beliefs with regards to how in-
dividuals experience and develop an understanding of different technologies. 
One perspective is to consider that new understandings of systems and technol-
ogy are based on prior experiences and beliefs about systems (Tyre & Orlikow-
ski, 1996). I consider the informants included in this work to have iteratively 
adapted their practices to better meet both the requirements of the environment 
and the company that they work for. In order to identify these adaptive practices 
and whether or not they were successful, I will map the findings summarized in 
the previous chapter through the lens of neo-institutional theory. The pre-con-
dition for using neo-institutional theory is that the companies included in the 
study are subject to similar institutional pressures (Greenwood & Hinings, 
1996). These pressures and events occurring in the environment are illustrated 
in figures 4 and 5. As presented in the Literature review chapter, the key aspects 
from the model that are discussed in this dissertation are 1) context before and 
after adaptation, 2) the intra-organizational dynamics that precipitate and ena-
ble change and 3) the organizational change.  

The following analysis reflects on these three aspects, while mainly focusing 
on the intra-organizational dynamics and the perceptions of professional con-
tent producers with regards to the role of social media platforms in their per-
sonal and their media company’s transformation. 



The following sections discuss the sub-studies through the variables of in-
traorganizational, precipitating and enabling dynamics (see figure 7). The vari-
ables are value commitments, interest dissatisfaction, power dependencies and 
capacity for action. 

4.3.1 Value commitments 

Sub-study 4 was one of the first studies (2013) conducted for this work, and even 
then, the case company demonstrated a willingness and need to shift away from 
the template-in-use. The company was facing challenges similar to those of 
various other traditional media companies. The traditional business model 
was unsustainable, with print advertising revenue and magazine circulation 
falling (see table 5 in Appendix). Consumers’ media consumption patterns 
were changing and becoming more mobile and more digital. Traditional 
companies such as the one in sub-study 4 understood the need to have 
journalistic content online and on mobile phones. However, they did not have 
enough information about what kind of content would perform best, on which 
platforms the content should be created and how digital content could be mon-
etized. At the early stages, before considering any form of active adaptation to 
social media platforms, blogs were a tempting alternative for entering the rela-
tively new and unknown social media environment. The company’s solution was 
to hire a professional content producer (a blogger) without a journalistic educa-
tion and trust her with the freedom to create content online in the way she best 
perceived. 



Even for bloggers, who represent the earliest form of social media and (social) 
online content creation, the online environment was changing drastically dur-
ing the time of this dissertation and required different forms of adaptation. 
From the perspective of the bloggers (see sub-study 2), there was also the reali-
zation that the way the blogs had started and organized their work was not a fit 
with the new multi-platform and multi-channel environment. Especially in Fin-
land, after the proposal for tighter rules for bloggers in 2013, we found that blog-
gers in 2014 were experiencing a decrease in the eagerness to commit to the 
existing template-in-use, a template in which professional blogger were earning 
a living through advertising and commercial collaborations. According to the 
informants included in sub-study 2, this was initiated by a perceivable change 
in the blog readers’ expectations. The readers, i.e. the audience, had increasingly 
high requirements with regards to the quality of the content published in the 
blogs, the pace of blogging, as well as the availability of blog content across mul-
tiple social media platforms. Due to this experienced change in the market con-
text, most of these professional content producers felt obliged to revise their 
template-in-use. This caused a shift from sporadic, personal writings to heavily 
curated material on a tight schedule. Consequently, it also caused the content 
and layout of blogs to resemble content produced traditionally by media com-
panies. In other words, the content needed to be more professional, in terms of 
both text and visual elements.  

Especially the traditional media companies included in this research (sub-
studies 1, 3 and 4) were moving away from a model or template-in-use whose 
core revenue stream consists of subscriptions and advertisements to a model in 
which revenue is shared with third parties, such as the social media platform 
Facebook. There was, however, also a small minority (across sub-studies 1 and 
3) of professional content producers in media companies (namely journalists)
who were in favor of the template-in-use, i.e. traditional media business model. 
For journalists working in media companies, opposing to change essentially 
meant two options: either slowly adapting or sooner than later changing careers 
or employers (often becoming freelancers or communications experts in other 
industries than media). Also amongst the professional bloggers there were some 
that were opposed to their professional and commercial template-in-use and 
were instead willing to reverse to their previous template. Interestingly, these 
bloggers were not willing to change their routines and practices to comply with 
new and growing expectations of online audiences and advertisers. They were 
opposed to becoming more professional and constantly publishing content on 
various platforms and would rather publish only on blogging platforms and col-
laborate less with commercial institutions and advertisers.  

The findings from various content producers (bloggers and employees in me-
dia companies) do not directly account for value commitments towards any one 
particular template. There was no consensus among all bloggers. Some wanted 
to change and were changing, and some not. While I cannot generalize that the 
whole media industry would have been moving from the traditional template-



in-use to a new one, at the same time, there was in general a decreasing com-
mitment and level of support of the traditional business model and template-in-
use. This insight is based on the knowledge that as media companies are in-
creasingly willing to use social media platforms and bloggers as the hub for 
online content creation, they are going away from their current, more tradi-
tional business model (Ovans, 2015). Moreover, a digitalizing market and de-
creasing willingness of consumers to pay for traditional, print content were im-
portant contextual factors affecting how professional content producers and 
consequently media companies were choosing to act.  

4.3.2 Interest dissatisfaction 

In 2013, the company from sub-study 4 was perhaps in the most challenging 
situation of all the cases included in this work. The company was smaller 
than various competitors in Finland and it had experienced the decline in reve-
nue severely. At the time, few companies knew how to strategically make use of 
social media. Managers did what they could to embrace social media and hired 
bloggers to create attractive content on social media platforms.  

For various professional content producers working in media companies, such 
as those interviewed in 2015 (sub-study 1), it is clear that there was dissatisfac-
tion with regards to the scale on which media companies were able to reach au-
diences without the use of third parties, mostly social media platforms. There 
were mixed feelings especially with regards to moving towards publishing on 
social media platforms. However, with issues such as a continuous growth of 
smartphone ownership in the US and Finland (69% in 2015, see figure 5), media 
companies needed to evaluate options for how to create content that is not only 
compelling online, but also on mobile devices and on small screens. Thus, for 
many informants in sub-study 1, social media platforms were mentioned as a 
tempting platform when looking for ways to reach the audience at the right time, 
through the right device and the right platform.  

Bloggers in sub-study 2 were more straightforward in their perception of how 
social media platforms were aligned with their core value proposition and con-
tent production. For them, there was no other option than to keep the blog as 
the core of content production and to use social media platforms as distribution 
channels to share the content. They were also clear about how challenging it was 
to find a balance between audience requirements, commercial requirements 
and personal interests regarding self-expression. While they were proud of hav-
ing a large audience and commercial interest towards their blog, they found that 
commerciality created more pressure to constantly perform on various social 
media platforms. 

Another challenge posed by platforms such as Facebook was their increasing 
market share of advertising. At the company in sub-study 3, this caused 
frustration within the sales team that was no longer competing only against 



other media companies for the budget of advertisers, but also against social me-
dia platforms and various digital advertising channels. In sub-study 3, at the 
beginning of data collection in 2014, areas of business were loosely 
connected, with especially content production, IT and data services only occa-
sionally collaborating with one another. There were no common metrics 
between different business areas, and each area’s performance was measured 
independently. However, social media platforms and the need to adapt to 
them (which meant different things for different business areas) served as a 
catalyst for having to establish common goals across the organization.  

4.3.3 Power dependencies 

The media environment has changed tremendously between 2013 and 2017. 
The pressure from decreasing revenue and from the need to establish a presence 
on social media platforms, attract visitors to media content and be able to en-
gage audiences has necessitated new initiatives from media companies. In the 
case of the media company in sub-study 4, the company had to trust a blogger 
and give her autonomy over the communication strategy and blog content. This 
setting created a power dependency between the company and the blogger. The 
blog, born in a digital social era, had developed a recipe for success in a 
social media environment. Simultaneously, the blogger in sub-study 4 was 
acting in a commercial environment where the collaboration with a media 
company with experience in working with advertisers was beneficial. Although 
the blogger was in a position of power where she had full control over the 
content she was publishing, the media company had control over the blog’s 
publishing platform and the publication pace was pre-determined by the media 
company and the adver-tising partners.  

In many ways, professional content producers were feeling dependent on so-
cial media platforms. From their perspective, platforms impose their own regu-
lations and rules and create a lock-in effect (more on this in sub-study 1). Social 
media platforms are anything but transparent, and the interviewed content pro-
ducers acknowledged that social media platforms have control over user data 
and eventually the content that is published on the platforms. Similar findings 
have been reported by a recent research from Columbia Journalism School (Bell 
& Owen, 2017). According to the findings from sub-study 1, media audiences 
have been less and less willing to go to the websites of media companies and 
have instead preferred to consume media content on social media platforms. 
Simultaneously, some professional content producers have been realizing that 
there could be great potential in using social media platforms. Some informants 
in sub-study 1 were even speculating that some media companies’ content dis-
tribution model would completely change in the future due to social media plat-
forms. They even considered that some media companies will not have the com-



pany’s own content creation platform (usually a website) as the core of produc-
tion and distribution, but that the core will instead shift to social media plat-
forms.  

While some content producers considered media companies to be at a disad-
vantage vis-à-vis social media platforms, some media companies experienced a 
growing interest from social media platforms towards media companies. As one 
informant said: “They’re interested in people hosting content on their platform 
within Facebook rather than on a separate, external website.” In other words, 
while it seems as if many professional content producers considered themselves 
highly dependent on social media platforms, the platform companies were also 
showing interest towards hosting professional content from media companies 
on their platforms. 

Bloggers in sub-study 2, however, were concerned with the challenge of find-
ing a balance between themselves and commercial entities. These included both 
media companies and marketers. Finally, the company in sub-study 3 was an 
exception in its approach towards social media platforms. The company 
had a strong leader, a CEO with a clear strategy for how to decrease the 
company’s dependence on social media platforms. The media company 
wanted to move away from a business unit-led organization into a single 
business unit. The company took several actions, such as acquiring an online 
discussion forum used by several million monthly users. In addition, the 
company developed a software, which is connected to the company’s customer 
database. This online and offline data permitted the company to sell various 
marketing solutions to companies across various platforms and websites, not 
just social media platforms. 

4.3.4 Capacity for action 

Sub-study 4 is a great example of a media company that in 2013 needed to find 
a way to create engaging content online. Creating an online video campaign 
on a platform (Youtube) not owned by the media company, one that was 
shared on multiple social media platforms, is a move that required new 
types of skills from a traditional media company. The campaign itself 
required the ability to sell a video production to advertisers and to attract the 
media brand’s readers to a new media format. For some media companies, 
like the one in sub-study 4, one solution to gain the capacity for action has 
been to hire professional content producers that have the skills required to 
succeed on social media platforms. In addition to skills, bloggers were 
considered at the time of the research to already have a strong relationship and 
constant two-way dialogue with their online au-diences. These characteristics 
made a blog an attractive platform for advertisers. the company also needed a 
management that was able and willing to support a new approach to content 
creation. This media company and blogger 



collaboration represents the company’s willingness to experiment with some-
thing less traditional. For a traditional media company, blogging and video-
blogging (also called vlogging) represent a new way of creating non-
journalistic, ad-supported content online. In addition to embracing the 
potential in blogs, the company had recently hired a manager to be in charge of 
developing digital products (see Appendix A). Since there was an apparent 
trend towards consuming media on mobile, the company decided to add new 
features to print products. They were one of the first companies in Finland to 
use a mobile ap-plication (based on QR-technology) to provide print media 
customers with additional, interactive content on mobile. 
 Based on sub-study 1, which included professional content producers from 
various media companies, it was evident that those companies that had only one 
content management system (CMS) instead of several systems had a competi-
tive advantage. The media companies that had only one CMS were also typically 
companies that did not have a print legacy and that had often developed the 
CMS in-house. Having one single CMS was a key factor for easier and faster 
publishing across various social media platforms and across brands (most of the 
media companies had several brands). According to informants using such a 
CMS, it also made it easier to measure the performance of content. The latter 
was especially important for social media managers and journalists, as they 
were able to adapt their writing style and content, such as length of header or 
ingress, based on analytics from the CMS. It was also common for these compa-
nies to have audience engagement teams dedicated specifically to improving the 
audience’s engagement with media content.  

Similarly in sub-study 3, the case company had implemented a new CMS, 
which was, according to several managers, a fundamental action in order to 
change the organization’s culture from print-first towards multi-plat-form 
publishing. The change process also required strong leadership. Therefore, the 
company hired new skilled managers and created new job positions such as 
director of data and digital solutions, data strategist, and director of content. 
Specifically, business and IT managers set clear and measurable KPIs for digital 
content, both for the journalists publishing the content as well as for other pro-
fessional content producers involved in the publishing process (such as graphic 
designers). Additionally, the company wanted to move even further away 
from its core competence of publishing. In addition to their new software, they 
acquired a Finnish B2B company specialized in brand strategy, marketing 
automation and content marketing on social media platforms.  

 In the case of professional bloggers (sub-study 2), they already had the nec-
essary skills to produce content on various social media platforms. However, 
not all of them showed a willingness to adopt new platforms nor did they all 
have the resources necessary to manage content and interaction on multiple 
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platforms. Furthermore, the fact that the media industry was pressuring blog-
gers to comply with clear rules for labeling sponsored content and advertise-
ments made blogging more laborious and less compelling to some bloggers.  

4.3.5 Summary table of variables – intraorganizational dynamics 

In table 2, I have summarized the key findings from the four sub-studies based 
on the variables of intraorganizational dynamics.
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Based on the findings, I argue that many of the organizations included in this 
research were and still are in the midst of radical organizational change. This 
includes some companies in sub-study 1 and in sub-study 3. Despite the fact 
that many of the companies still have a sizeable portion of their revenue coming 
from print products, their company’s structures have been drastically 
changing and moving away from the template-in-use, i.e. their existing orienta-
tion (Greenwood and Hinings, 1996). However, there are differences in terms 
of the pace of change. For most, I would argue that the change has been evolu-
tionary, not revolutionary. Change has occurred slowly and its consequences 
have not been apparent in several parts of an organization simultaneously. Alt-
hough it seems in some cases that change has occurred rather slowly and grad-
ually, based on this work I would claim that the company in sub-study 3 has
been facing revolutionary change as the transformation in the company fun-
damentally affected all parts of the company nearly simultaneously.  

Convergent change, i.e. fine-tuning the template-in-use (Greenwood & Hin-
ings, 1996), would apply to a small portion of the media companies in sub-study 
1, media companies that do not have a print legacy, and to the company in sub-
study 4. At the time of the study in 2013, the company’s traditional media 
content was generating less and less revenue, while in the media industry, 
online social media content, especially video, was trending (see figure 15 in Ap-
pendix). Even though the campaign was successful and the company even did 
another season that was also funded through advertising revenue, and despite 
the various initiatives that the company took such as the QR-based app and 
hiring various bloggers, it was not enough to make up for the company’s losses 
in the short term. Eventually the company made the decision of selling the 
company’s Finnish media brands. 
In 2014, the company in sub-study 3 was already in the midst of a longer-term 
transformation plan. Similarly to other media companies, the company was 
also assessing which print products would be sustainable and what would be 
the other options for revenue sources in addition to subscriptions and 
advertising. The market context was showing signs of various trends such as 
personalization, content marketing, artificial intelligence and online data for 
better advertising performance (See figure 6). The actions taken by the company 
(illustrated in detail in sub-study 3) were reactions to various trends in the sur-
rounding context. The actions account for the company’s success at the time of 
finishing this work.  



According to neo-institutional theory, the actions taken by organizations, e.g. 
behaviors are reactions to market and institutional pressures. At the time of col-
lecting data for sub-study 1 in 2015, professional content producers knew that 
they needed to be where the audience is, even if it meant publishing on other 
platforms than their website and using products such as Facebook’s Instant Ar-
ticles. At the time of finishing this work in 2017, I find that professional content 
producers are facing an overwhelming amount of options for publishing na-
tively, i.e. for directly creating content on social media platforms. In addition to 
Facebook, other social media platforms have expanded their product portfolio 
to providing professional content producers with a way to publish natively on 
platforms (Bell & Owen, 2017). These include for example Twitter Moments, 
Snapchat Discover and Instagram Stories. Whilst this improves the readers’ 
user experience of the published content, it prevents the readers from moving 
away from a social media platform (Newton, 2017) and going to a media web-
site, for example. These products also ensure that the platforms get a larger 
share of advertising revenue and thus reinforce the power dependence between 
professional content producers and social media platforms. While many in-
formants in sub-study 1 in 2015 were optimistic and willing to experiment with 
new publishing formats such as Instant Articles, many of them have experienced 
few benefits and have ceased to use the format or pulled out altogether in 2017 
(Davies, 2017). 

While these challenges persist for media companies, in comparison to the con-
text before adaptation in 2013, various social media platforms saw an increase 
in the consumption of social media platforms for the purpose of finding and 
consuming news in 2016 (see Appendix B figure 9). Furthermore, a recent re-
port from 2017 on media companies and their use of platforms clearly demon-
strates how increasingly important social media platforms are for publishing 
(Bell & Owen, 2017). Figure 10 in Appendix B exemplifies how much and on how 
many platforms media companies, such as the New York Times, publish during 
the course of just seven days. The fact that they had published on as many as 
nine platforms and over 1500 posts illustrates how much the company values 
and attaches resources to social media platforms.  

This change, in addition to the vast attention that the US elections of 2016 and 
fake news received and the requisites from several governments, has forced so-
cial media platforms to take more responsibility for their role in the media in-
dustry. For example, European countries like Germany have suggested a legis-
lative plan that requires social media platforms to monitor and control self-ex-
pression and to delete negative content such as hate speech and fake news (Gott-
fried & Shearer, 2016). Such regulations are not new as such, as countries like 
Russia and China have for long censored self-expression.  

At the same time that some countries are requiring actions from platform 
companies, Facebook and Google are taking a stand and developing measures 



to combat fake news and news that have not been fact checked. In April 2017, 
Google announced that it would provide fact checking for its search engine and 
its Google News around the world (Kosslyn & Yu, n.d.). These consistent devel-
opments from platform companies give hope to the media industry, which so 
far has been at a disadvantage on the online playground.  

In addition to the social media platforms accommodating the requirements of 
an environment concerned with the credibility of news, I also find that new in-
stitutions such as companies fact-checking news articles published on social 
media platforms, long form and investigative journalism and online advertise-
ment blocking businesses are rising. Additionally, other digital platforms are 
developing new services, such as Google’s accelerated mobile pages (AMP) pro-
ject, in response to changes in user and audience behavior. Google AMP was 
launched around the same time that ad-blocking software for search engines 
became popular. AMP improves the speed of mobile websites by stripping off 
content that takes a long time to load (such as many interactive advertisements) 
(Finley, 2016) and thus improves the user experience of various web users. 
However, it also keeps the audience on Google’s platform. Publishing according 
to Google’s AMP standards, e.g. less Javascript and more traditional HTM, will 
help companies to appear at the top of Google’s mobile search results (ibid). 
While AMP is a strategic move from a digital platform to compete against other 
services such as Facebook’s Instant Articles, the AMP standard may have posi-
tive effects for both media companies and online audiences. While having to re-
think online advertising formats requires time and resources, favoring content 
that loads faster may help with keeping audiences engaged with media content.  



 

This work sheds light on the challenges professional content producers, such as 
media companies and their employees, as well as professional bloggers face 
when trying to manage various content creation platforms in an increasingly 
social online media landscape. My argument is, that although social media has 
been at the core of providing people around the world access to information and 
news, it has also led to revolutionary changes in the publishing media industry 
-- not all of which are beneficial to society.  

In this chapter, I will map the findings from the individual and organizational 
levels to discuss the changes in the industry overall. The findings are mapped 
through the lens of neo-institutional theory. 

While researchers and practitioners of social media systems are often interested 
in promoting particular types of contribution behaviors that lead to specific, tar-
geted outcomes such as reach, growth, and influence (see for example Robert V 
Kozinets, de Valck, et al., 2010; Li & Du, 2011) my focus is on how social media 
systems impact organizational change in the media industry. In this research, 
adaptation to the changes caused by social media platforms is seen as an itera-
tive process. Sub-study 1 is a good example of how adaptation has occurred it-
eratively, with various informants describing how the media companies they 
work in have had to slowly adapt their practices and systems to better fit the 
needs of users and to respond to the pressure created by social media platforms. 

This work contributes to prior research on media and professional content 
production by providing a meaningful description of the changing media land-
scape through a qualitative methods approach. By mapping the findings with 
Greenwood and Hinings’ (1996) framework, this research furthers knowledge 
on how intraorganizational dynamics identified within the analyzed companies 
and amongst the professional bloggers have had an enabling effect on the type 
of changes they have undergone. Prior research has especially focused on the 
process of deinstitutionalization and on the process of implementation of vari-
ous technologies in organizations. There are however only a few studies that fo-
cus on organizational change in various phases of an adaptation process. Un-
veiling the type of change (convergent or radical and evolutionary or revolution-
ary) and development in the landscape of online media is important, because it 



helps us understand the impact that social media platforms have had and con-
tinue to have on the media industry, freedom of speech and democracy. 
Depending on the stage of adaptation of a media company, the amount of infor-
mation available to a company, as well as the company’s financial situation, so-
cial media platforms seem to take on different roles. For example, before adap-
tation, social media platforms create a significant pressure and a threat to tra-
ditional media companies. This was visible for the media company in sub-
study 4. During and after adaptation, social media platforms supplement a 
media company’s existing content production and distribution chan-nels. For 
example, in sub-study 1, various employees of separate media compa-nies 
were embracing the option of using social media platforms in addition to the 
company’s own website when creating and distributing content. Similarly, 
new competing social media platforms have pushed bloggers to develop new 
ways of creating content online (sub-study 2). For bloggers, social media plat-
forms have been a way of supporting their core competence and key mode of 
content creation, i.e. blogging. Thus, they have not had a need or willingness to 
move away from their template-in-use. Through the lens of neo-institutional 
theory, I find how the variables of intraorganizational dynamics (see previous 
chapter) such as a media company’s resources (employee skills and leadership
abilities) and low commitment to a traditional, less successful business model 
lead  to di  f ferent  leve ls  o f  adaptat ion to social media platforms and 
organizational change (Greenwood & Hinings,  1996).  In the case of  
the company in sub-study 3, endogenous dynamics were important 
enablers for revolutionary and radical organizational change. 

Through the studies included in this work, I discover that an important im-
pediment for change has been the decrease in the dynamic of value commit-
ments to the current template-in-use (Greenwood & Hinings, 1996), i.e. busi-
ness model of a traditional media company. For traditional media companies, 
adaptation has required a cultural change, a mind shift from the current busi-
ness model to a new, unfamiliar model, in which the process of content produc-
tion and distribution includes digital channels (i.e. platforms). In two studies 
included in this dissertation (sub-studies 1 and 3), most of the companies were 
trying to solve the challenge of shifting from the template-in-use to a new tem-
plate. For example, many of the traditional media companies included in sub-
study 1 were focused on developing a content creation strategy, in which content 
is created specifically for each of the social and or digital platforms that they 
were using. The adaptation to the increased popularity of social media has been
different for professional bloggers. For most of the studied bloggers, their con-
tent creation practice had started as a personal blog and had only during the 
past few years shifted towards a new, professional template. Therefore, for most 
professional bloggers, similarly to the company in sub-study 4 (see section 
Organizational change in previous chapter), adapting to an environment with 
multiple social media platforms has mostly occurred through convergent 
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change in which they shift within the parameters of their template-in-use 
(Greenwood & Hinings, 1996).   

Convergent change, fine-tuning the current template, could be argued as hav-
ing been a good choice for digital media companies and professional bloggers 
included in this dissertation. This is especially true for digital media companies, 
as their internal dynamics are already aligned with the surrounding context 
(Greenwood & Hinings, 1996). However, for traditional media companies such 
as the one in sub-study 3, the willingness to shift from one template to 
another and to re-structure the company to improve competitiveness in a land-
scape of social media had to occur through radical change. In order to re-think 
how to produce and distribute content, the company in sub-study 3 had to dis-
tance itself from the traditional structure that had supported its print offering. 
This change consisted of various pain points, such as a change in the mindset of 
what is perceived as media and how editorial teams work together. 

As argued by neo-institutional theory, when the environment changes, it in-
fluences how people behave. While people in companies have agency, their de-
cisions are embedded in environments with structures that have meanings as-
sociated to them, such as regulatory, financial and legal constraints (Tushman, 
Michael & O’Reilly, 1996). The environment in sub-study 4 was different from 
that around sub-study 3. In 2013, there was less information about 
environmental factors, than in sub-study 3 when the company committed to 
transforming its organizational structure beyond extending its magazine 
brands after 2015. In sub-study 4, ther had not yet been that many media 
companies failing because of technologies like social media, and there were
few examples of best practices to guide decision-making. These findings 
confirm Greenwood and Hinings’ framework on the relevance of the environ-
mental context causing companies, such as media companies, and even profes-
sional content producers, to respond to stimuli differently (1996).  

Changing professional content production practices such as those discussed 
in this dissertation provide an exceptionally useful arena for considering how 
structure and agency relate in online information-sharing environments. More 
broadly, the interplay between system design, structure and agency is a critical 
part of understanding different paths of participation and collective outcomes 
in social media platforms over time. In particular, the design and operation of 
social media platforms provide both structure (social and technical), as well as 
scope for human agency (choices and behaviors) in an observable, persistent 
environment. As advocated by Orlikowski (2005) human agency is temporally 
emergent in practice. Thus, by analyzing actions, such as those that the 
company in sub-study 3 took when re-organizing its infrastructure, and the 
unintended consequences that occurred through time, it is possible to make 
observations about institu-tional outcomes and human reflexivity (ibid).  

The collective outcomes observed in this research, such as feedback from
peers (see table 2 in the previous chapter), contribute to our understanding of 
how professional content producers make choices about their use of systems 
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and adapt their behavior to them. I find that the meanings associated with social 
media platforms are dependent on the organizations’ individuals’ skills and 
their ability to use as well as freedom to use social media. For example, the in-
dividual professional content producers in sub-study 1 mostly embraced social 
media platforms, but were still cautious about the extent to which they could 
publish and share content on social media platforms. The professional content 
producers understood how the rules and policies of social media platforms not 
only have an effect on what information platforms share with professional con-
tent producers, but also affect how content gets viewed and shared on the plat-
forms. What is more, the interviewed companies in sub-study 1 considered it 
necessary to have experts such as an audience engagement team or social media 
managers telling them when, where and what kind of content to publish on so-
cial media platforms (see section Capacity for action). 

My application of neo-institutional theory affirms the theoretical perspective 
of organizational adaptation. The framework used in this research has been use-
ful in mapping what it is that has been done, by whom and why in the context 
of social media platforms in order to identify different adaptation tactics. The 
insights from these tactics give us an idea about how these companies have re-
acted to a disruption that has forced them to rethink their existing business 
model and how other professional content producers in similar companies, fac-
ing similar environmental pressures might have behaved and might behave in 
the future.  

This research contributes to our understanding of organizational adaptation 
to new systems. In the case of the media industry, during the years of 2013 
through 2017, several media companies with nearly similar contextual pres-
sures showed differences in their responses to organizational change and adap-
tation to new systems. By analyzing the dynamics of value commitments, dis-
satisfaction with interests, power dependencies, and capacities for action, I find 
that it is possible to assess, whether the change and adaptation of organizations 
has been evolutionary or revolutionary, and whether the adaptation to new sys-
tems has been convergent or radical. With neo-institutional theory, we are able 
to understand better the kind of change media companies have been facing 
when adapting to social media.  

The learnings from the adaptation process discussed in this dissertation also 
relate in many ways to other industries that are facing a disruption, such as the 
taxi industry or to any traditional company that has to adapt its marketing, com-
munication and or advertising strategy to fit social media platforms and the re-
quirements of online content creation. For example, in the case of sub-study 3,
the company saw an opportunity in re-thinking its value creation process. In-
stead of serving its B2B customers in a traditional way through an intermediary,
the company broadened its services by offering similar options as the interme-
diaries. The company in sub-study 3 decided to segregate an exploratory unit 
that would be able to pursue innovations beyond the current products and 
services (O Reilly, Charles A., and Michael L. Tushman, 2014).
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 This digital transformation initiative demanded significant effort, as the 
managers needed to change the existing organizational structure to 
accommodate the new business unit. Other compa-nies in different 
industries have also developed new offerings without direct connection to 
their core business, thus moving from the template-in-use to another. For 
example, the S Group, a Finnish network of companies operating in the retail 
and service sectors, offers a VISA credit card in addition to its customer 
loyalty card. The company is in direct competition with banks, as it pro-vides 
one of the cheapest credit cards on the Finnish market. 

Another example of an industry that is similarly in a process of adaptation to 
social media platf rms as well as to a more digital, mobile and social environ-
ment is retail. In retail, customers want to access products through various of-
fline and online channels, such as brick-and-mortar stores, online social media, 
mobile applications and websites, and they want to have the same customer ex-
perience in all the channels, as well as the ability to move between these chan-
nels seamlessly. Several media companies, such as the one in sub-study 3 
have thought of a strategy that would address the key issues regarding the ac-
cessibility and shareability of content both offline and online. In the retail in-
dustry, the nearly 100-year old Nordstrom was facing the challenge of providing 
service excellence to customers in a multi-channel environment. Nordstrom’s 
solution was to introduce a new point-of-sale and inventory management sys-
tem to which the e-commerce store, the Nordstrom app and even social media 
apps were integrated. The new IT supported the company’s core competence of 
high quality customer service as the salespeople were able to access all the cus-
tomer data from one place and use that information to improve customers’ ser-
vice experiences. 

Media companies that are really technology-oriented, such as numerous digi-
tal media companies, seem to be more willing to experiment with new social 
media platforms and new features that they provide for media companies. So 
far by the end of 2017, various media companies have tested publishing features 
such as Instant Articles and now, after their experimentation, few seem to ob-
serve adequate monetary benefits (Newton, 2017).  

Adapting to social media platforms leads to the formation of new institutional 
arrangements (see sections on Organizational change and Context after adapta-
tion) and I would argue that this adaptation is an ongoing and constant process. 
The actions observed in this work give an indication of how things are constantly 
evolving. Schlesinger and Doyle, using the lens of creative destruction, have re-
ported similar findings from the effect of platforms on the newspaper industry, 
concluding that it is difficult to define when the adaptation ends and what the 
ultimate impacts and changes to journalistic practices will be (Doyle, 2014). Act-
ing in an environment in which social media platforms play a dominant role 
both for consuming content as well as attracting advertising revenue requires 
constant experimentation from media companies. These experiments can either 
consist of creating and sharing content on third-party, social media platforms, 
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or of acquiring a social media platform as the media company in sub-study 3 
did by acquiring a Finnish discussion forum.  

Companies that do not possess enabling dynamics for moving from one tem-
plate to another, such as the company in sub-study 4, are less likely to 
develop new innovative ways of generating revenue and finding new growth 
opportunities for the company. In order to survive and remain profitable in an 
online landscape dominated by social media platforms, media com-panies 
need to renew themselves. However, while companies such as the one in sub-
study 3 are examples of successful adaptation by shifting to a new template and 
focusing more and more on data, it also demonstrates how companies are in 
many ways moving away from the core of media and journalism. For the 
majority of traditional media companies, the core of the business is still in 2017 
centered on journalistic ethics and reporting, i.e. the functions of inclusion and 
democratization, exposing truth, creative expression and community enhance-
ment (Miranda et al. 2016). This may not however always be the case and as the 
pressure to have other sources of revenue and thus other products than journal-
istic content increases, the changes will for some companies, lead to exiting the 
media business overall (Bailey & Seock, 2010; Rothmann & Wenzel, 2014; 
Straubhaar et al., 2013). 

For practitioners, this dissertation consists of guiding principles and descrip-
tions on why and how some professional content producers have used social 
media platforms. In addition to differences that could be caused by the fact that 
the data has been collected at different points in time (see figure 4 and 5 with 
timelines), the findings differed with regards to individuals’ and companies’ un-
derstanding of the need and meaning of adaptation. For example, sub-study 3 
provides a rich case description of how a media company has created new ser-
vices on top of its community-based online forum, how it has implemented a 
new content management system (CMS), and how it has integrated social media 
platforms and analytics to the CMS. Sub-study 4 describes in more detail a spe-
cific, successful approach to attracting online advertisers to collaborate with a 
media company and provides an explanation as to why the collaboration suc-
ceeded.  

While the company in sub-study 4 faced a market pressure and had the will
to experiment on social media platforms, it lacked the information, resources 
and clear strategy that for example the company in sub-study 3 had a few years 
later. The media company understood that adapting to social media required 
var-ious steps, even radical changes, starting with one content management 
system for all brands of the company. This new system, along with business and 
IT pro-ject managers aligning KPIs for content production, was key in 
initiating a change in the working processes of professional content 
producers. These 
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changes also give a hint about changes in working practices and skills that are 
needed to perform new tasks. For example, content producers in sub-study 1 
considered it necessary to have experts such as an audience engagement team
or social media managers telling them when, where and what kind of content to 
publish on social media platforms. In addition to creating new job positions and 
hiring people with social media skills, as content production is becoming more
and more dispersed and fast paced, content producers such as journalists will 
need to learn and understand how social media platforms work. I.e. what kind
of content is appropriate for any specific platform, what audiences are expecting 
and eventually, what to publish, when where and how. In essence, content pro-
ducers need to develop their analytic skills and learn about audience behavior. 
Analytical and data skills will also be needed in marketing and advertising
services. 

Similarly to the company in sub-study 4, several professional bloggers 
understood the need to have a presence on various social media platforms, but 
described it as a painful process that distanced their working practices from 
their core content production platform. For those bloggers who perceived the 
sole benefit of multi-platform publishing to be an increased interest 
amongst advertisers, there was a low level of commitment towards change 
and a strong commitment to the template-in-use. 

As illustrated in the timelines, social media platforms are constantly evolving 
and changing. During the time of conducting this research, social media plat-
forms such as Facebook have introduced specific products for media companies, 
such as Instant Articles, which have provided new opportunities for content pro-
ducers to reach their audiences on the platforms.  

However, content producers find it challenging to trust the platforms, as they 
are known for providing a low level of transparency and are famous for updating 
their user interface and experimenting with their algorithm without informing 
their users about it much. The more media companies are investing time and 
resources into publishing online, whether it is on social media platforms or a 
company’s own platforms, the more important audience data becomes. Several 
companies included in this work had established specific teams for audience en-
gagement. However, when asked about key metrics, the answers were unsure. 
While in a print era it was clear how to measure engagement with articles 
(fewer metrics and data available), the online social era creates new inter-
esting challenges. Thus, since data quality is key to advertising companies, so-
cial media platforms have little incentive to be more transparent with media 
companies about the data that they hold on platform users. Therefore, 
developing B2B services such as the company in study 3 on their  platforms and 
ensuring the necessary capacity for action such as data services, sponsored 
content and native advertising may be a smart strategy on the long run.  

More specifically, the findings offer managers guidelines for maintaining their 
business on social media platforms and for creating compelling content.  Fi-
nally, the research provides practitioners with an overview of the institutional 
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and environmental context that the media industry was in 2013 before many 
companies included in this work had started a meaningful adaptation process, 
a description of the adaptation process through four enabling intra-organiza-
tional dynamics and to conclude, a description of the context after adaptation 
in 2017. 



With this dissertation, I address the issues arising from the developments of 
online content production by answering the following research question:  

(RQ): How are social media reconciled with organizational change among 
content producers? 

This research question is addressed through the themes of content production 
and promotion, audience engagement and relationship-building.  

Based on this work I found that Greenwood and Hinings’ framework explains 
well the structural changes occurring in content production. The pace and na-
ture of adaptation, whether it is convergent or radical, evolutionary or revolu-
tionary depend on the market context before, during and after adaptation. The 
sub-studies included in this work demonstrate how the lack of enabling dynam-
ics can lead to mere fine-tuning of an existing template. In the case of traditional 
media templates trying to adapt to the changes caused by social media plat-
forms, a fine-tuning approach is unlikely to lead to long-term success.  

Through the sub-studies I find that at the beginning of this work, promoting 
content on social media platforms mainly consisted of sharing the original con-
tent published on the content producer’s platform. The content was not modi-
fied or tailored for other platforms and the main goal of sharing the content to 
various platforms was to attract audiences to the content producer’s website. 
This approach would rely on word-of-mouth effects, with the hope of good con-
tent attracting more social shares amongst media audiences. However, through-
out the work I discover that professional content producers have understood the 
importance of creating content that fits the format of a social media platform 
and are open-minded about experimenting with the platforms and learning 
about the audience’s requirements. 

Based on the findings I would argue that social media platforms have forced 
professional content producers and media companies to re-think the ways they 
can engage audiences and measure performance. Based on the developments in 
the media environment and the findings from the sub-studies, I discover that 
developing and measuring engagement requires more resources than it did pre-
adaptation. Several media companies have created teams that would only focus 
on audience engagement and editorials are supported by social media and com-
munity managers. 

The relationship with audiences on social media platforms is very different 
from the relationship with print audiences or even online audiences on media 



websites. While social media platforms improve the ability of professional con-
tent producers to engage in a two-way interaction with audiences when com-
pared with traditional publishing, the platforms seem to create new challenges 
for professional content producers. Through content moderation, lack of trans-
parency and a constantly growing amount of content on social media platforms, 
professional content producers and media companies are faced with a growing 
uncertainty about reaching their audiences through social media platforms. 

Luckily, as described in the section Context after adaptation, there have been 
consistent improvements towards openness and support of media institutions 
from platform companies within the past year. This gives hope to the media in-
dustry which so far has been at a disadvantage on the online playground and 
unable to affect or see what content gets moderated by social media platforms 
and how. In addition to the social media platforms accommodating the require-
ments of an environment concerned with the credibility of news, I also find that 
the media industry is changing, with new institutions such as companies fact 
checking news articles published on social media platforms, long form and in-
vestigative journalism and online advertisement blocking businesses rising. 

Through this work, we can also engage in the discussion about the challenges 
that may lead to the end of the traditional media business as a whole (Bailey & 
Seock, 2010; Rothmann & Wenzel, 2014; Straubhaar et al., 2013). Findings from 
cases on traditional media companies such as the company in sub-study 4 
illustrate that without a capacity for action that would push a company from 
one template to the other (Greenwood & Hinings, 1996), a traditional media 
company will only experience convergent change. The opposite seems to be 
true for companies like the one in sub-study 3 that had intraorganizational 
enabling dynamics for radical change. Another challenge for adaptation can be 
observed by analyzing the mar-ket context in which media companies operate. 
As digital platforms are taking a larger share of advertising revenue (see figure 
12 and 13), media companies with advertising-based business models will need 
to have strong audience engage-ment on the platforms they publish on 
and make sure that they have enough control over their content and 
revenue.

With this research, I provide valuable insight into the adaptation process of in-
dividuals and the role of social media platforms in the reorganization of the me-
dia industry. This work does not make any claims about the generalizability of 
the case findings for all the media industry. These cases are representative of 
traditional media companies and bloggers operating in a Scandinavian context. 
While the findings are important for understanding the larger change in the 
landscape, they consist of mere snapshots taken between the years 2013 and 
2017.

I have made the choice in this research to focus on the perspective of content 
producers, thus delineating the important insights that could be gained when 
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studying media audiences, social media platforms or a larger sample of media 
companies. Although the work consists of various snapshots from different ad-
aptation phases and different companies, it is limited in its account of tempo-
rality. The dissertation consists of four individual empirical studies, all of which 
commenced when I had the access and opportunity to do targeted research on 
specific aspects of social media. Thus, these studies are not all exhaustive nor 
are they all mutually exclusive. 

In this PhD dissertation, I have limited the research focus of the sub-studies to 
the experiences and challenges for content producers regarding the creation, 
distribution and promotion of content, audience engagement with content and 
relationship-building between content producers and the audience on social 
media platforms. There are numerous other aspects for businesses on social me-
dia platforms that are left out of scope and could be considered in future re-
search, such as specific effects of WOM on content consumption, the role of 
technologies such as adaptive personalization and geo-positioning, platform al-
gorithms and the role of moderation on platforms. 

Another important area for future research is the role of social media plat-
forms on media and democracy. The media companies included in this work are 
looking for ways to collaborate and to compete with social media platforms and 
therefore in some cases, they are shifting from a business model that is centered 
around journalistic content to a business model that includes revenue streams 
such as e-commerce and data. When such a shift happens, the fundamental role 
of media as a pillar of democracy might be jeopardized. As social media plat-
forms become more dominant as a source of news and information, the likeli-
hood of bias and filter bubbles also increases (Miranda et al. 2016).  While there 
are a few exceptions of research that examine the contribution of media to de-
mocracy, further research is needed into how the organizational changes in the 
media industry will impact its function of democratization (Müller, 2014). 
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 Media company from sub-study 4

This case description supplements sub-study 4 with additional material. This is 
based on my own participant observation from the company as well as public 
records published in popular press. During data collection for the case in 
2013, I was not formally making interviews but rather writing my own 
experiences from the time. Therefore, I am the only person accountable for 
these experiences. 

The Finnish company is a part of a larger multi-national organization. 
This case consists only of the Finnish company. When the company launched 
its first Finnish magazines, the Finnish media and especially magazine market 
appeared saturated (Talouselämä, 2006). Before launching the magazines 
the company established a development team, which was as a concept 
interesting and different from other traditional media companies in Finland.   

The company’s flagship magazine had a strong brand community and it was 
successful for several years. At its prime the company arranged various 
events for readers, and it even developed together with the magazines 
readers, a crowd-sourced issue, that would appear once a year (Medialiitto, 
2013). The company was also one of the first ones on the Finnish market to 
employ bloggers to create content on its magazines '  websites. In 
addition to embracing the potential in blogs, the company had hired a 
manager in charge of developing digital products. There was an apparent trend 
towards consuming media on mobile and the company decided to add new 
features to print products. They were one of the first companies in Finland to 
use a mobile application (based on QR-technology) to provide consumers of 
print products with extra, digital content on mobile (Markkinointi &
Mainonta,2013).

   The Finnish company is a part of a larger multi-national organization. This 
case consists only of the Finnish company. When the company launched its 
first Finnish magazines, the Finnish media and especially magazine market 
appeared saturated (Talouselämä, 2006). Before launching the magazines the 
company established a development team, which was as a concept interesting 
and different from other traditional media companies in Finland (Reinikainen, 
2010).
   The company’s flagship magazine had a strong brand community and it 
was successful for several years. At its prime the company arranged various 
events for readers, and it even developed together with the magazines readers, 
a crowd-sourced issue, that would appear once a year (Medialiitto, 2013). The 
company was also one of the first ones on the Finnish market to employ blog-
gers to create content on its magazines’ websites. In addition to embracing the 
potential in blogs, the company had hired a manager in charge of developing 
digital products. There was an apparent trend towards consuming media on 
mobile and the company decided to add new features to print products. They 
were one of the first companies in Finland to use a mobile application (based 
on QR-technology) to provide consumers of print products with extra, digital 
content on mobile (Markkinointi & Mainonta,2013).
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experiences from the time. Therefore, I am the only person accountable for 
these experiences. 
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This case consists only of the Finnish company. When the company launched 
its first Finnish magazines, the Finnish media and especially magazine market 
appeared saturated (Talouselämä, 2006). Before launching the magazines 
the company established a development team, which was as a concept 
interesting and different from other traditional media companies in Finland.   

The company’s flagship magazine had a strong brand community and it was 
successful for several years. At its prime the company arranged various 
events for readers, and it even developed together with the magazines 
readers, a crowd-sourced issue, that would appear once a year (Medialiitto, 
2013). The company was also one of the first ones on the Finnish market to 
employ bloggers to create content on its magazines '  websites. In 
addition to embracing the potential in blogs, the company had hired a 
manager in charge of developing digital products. There was an apparent trend 
towards consuming media on mobile and the company decided to add new 
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While it was a good idea to innovate on mobile technology, the features still 
relied on print products. Also, getting the interactive features required 
downloading the application and hence more effort from readers. 

The company was also innovative and ahead of the Finnish competition by 
also providing content marketing . With content marketing, the company 
worked directly with B2B companies and helped them with storytelling and 
native marketing. Having such a service permitted the media company to skip 
the middlemen, which traditionally would have been a marketing agency. This 
also allowed the comp a n y  t o  g o  d i r e c t l y  t o  c o m p a n i e s  w a n t ing to 
create advertising campaigns or who needed help with developing their 
brand’s communication strategy (Asiaa kaasusta, 2013).

The first challenge came in 2013 when one of the magazines launched by the 

company's three magazines were sold to a media company (MTV, 2014). 

 The first challenge came in 2013 when one of the magazines launched by the 
company was cancelled due to unprofitability (HS, 2013). 

also providing content marketing. With content marketing, the company 

Later in 2014, the
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