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Objective: Conduct a research on Eleiko Sport AB’s internal communication from 
a managerial perspective. The focus of this analysis is to look at how 

the management and organisation are structured in Eleiko, how the 
members of the management team view and perceive internal 

communication, how the internal communication within this small 
organisation is organised, and which communication channels are being 

used and why. 
 

Tactics: A qualitative method with a hermeneutic approach has been used to 

conduct this research. The empirical data were collected through seven 
interviews with the managers from Eleiko. Observations from two 

meetings were also used to complement the study. 
 

Results: With the rapid growth Eleiko is experiencing, it is even more important 
to have formal channels of communication in place to lay the proper 

foundations for the organisation. An information policy is needed to 

provide guidelines on how to communicate more effectively, like e-mail 
and meetings. Direct face-to-face communication is commonly 

practiced in Eleiko, however, internal communication can be further 
improved by combining direct communication with other 

communication channels. Newsletters can be distributed to Swedish 
and Russian employees to allow them to learn more about the 

organisation. The Intranet has to be redesigned and improved to 
facilitate better communication with employees and help them work 

more productively.  
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In this chapter, the research background, purpose and the problem focus will be 

discussed to give the reader an overview of the thesis.  

 

 

1.1 BACKGROUND 

In an increasingly information demanding global market, the internal 

communication system of an organisation function is a necessary condition for 

successful public relations. Internal communication is so entwined with the 

process of organising and with organisational structure, environment, power and 

culture that many theorists of organisational communication argue that 

organisations could not exist without communication. Brown (2002) stresses that 

effective internal communication builds a positive corporate culture that enhances 

employee morale and productivity and that the importance of a comprehensive 

internal communication programme cannot be understated. He further explains 

that how employees, association members and other related audiences such as 

investors, trustees and business partners, perceive the organisation is crucial to its 

success. 

 

With the abundance of information in this digital age, it is crucial that information 

are disseminated to the target audiences by professionals and not lost in the 

corporate jungle. While it used to be that the internal communication functions 

were often housed in human resources/ personnel departments, Smith (1991, in 

Grunig, 1992) points out that a 1989 survey of public relations practitioners 

showed that 70% of employee communication programmes reported to public 

relations department because human resources executives did not understand 

communication. 

 

For this thesis, I will be exploring the function of internal communication within 

an organisation in detail by conducting a case study. The case study will provide 

readers with a realistic insight of the case company supplemented by concrete 

findings. Eleiko Sport AB has been chosen as the case subject owing to its size 

and progressive financial state. The company’s businesses are expanding rapidly 

nationally and internationally. The small size of the company will set this research 

apart from most studies which have been conducted in large organisations. It will 

give readers a view of how a small company organises its internal communication 
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and if any groundwork has been laid for the future development of the 

organisation. 

 

 

1.2 PURPOSE & RESEARCH QUESTIONS 

The purpose of this thesis is to conduct a research on Eleiko Sport AB’s internal 

communication from a managerial perspective. A great deal of research has been 

conducted over the years to understand why companies practice and organise 

internal public relations/ communications as they do. Most of these studies 

focused on organisations as a whole entity and how their internal communication 

system functioned within that company at all levels. However, this case study is 

specifically designed to investigate how internal public relations/ communication 

is perceived and handled by the respective managers from each department within 

Eleiko. It examines their views on internal communication and how and why they 

use internal communication. This study also serves another purpose by providing 

recommendations and strategies to Eleiko on how to improve their internal 

communication. By further exploring this topic, the study may prove useful to 

other public relations professionals who may one day face the challenge of 

establishing the internal communication function in a small growing company, as 

the need to sustain a strong internal culture is inevitable. 

 

RESEARCH QUESTIONS 

 

1. How the management and organisation are structured in Eleiko? 

2. How the members of the management team view and perceive internal 

information and communication? 

3. How the internal communication within a small organisation is organised 

and conducted? 

4. Which communication channels are used and why? 
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1.3 DISPOSITION 

The structure of this thesis is divided into the following chapters: 

 

1. Introduction – This chapter provides the background and objectives of 

this research project. The purpose and research questions that are used to 

formulate and motivate this thesis are also discussed. 

2. Background – A description of the history, background and current 

functions of the case company is provided. 

3. Theoretical Framework – In this chapter, the theories, models and 

concepts regarding management and communication that will be used in 

this research are examined. 

4. Methodology – Here, the methods that were used to conduct the 

research, approach and case study design will be presented. In addition, 

how the data is selected, collected, organised and analysed is also 

discussed 

5. Results & Analysis – In this chapter, the empirical materials and 

theories are combined to support the analysis. The analysis is conducted 

based on the findings from the different collection methods and 

compared with the theories. 

6. Conclusions & Recommendations – In this final chapter, a summary 

of the research will be discussed. Recommendations for Eleiko on how to 

improve their internal communication will also be presented. 
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In this section, the background of Eleiko Sport AB will be highlighted. In order to 

analyse the organisation’s internal communication effectively, an insight into the 

company’s history and functions are necessary. Statistics, goals and organisation 

chart are provided to give a more thorough understanding of the organisation. 

 

 

2.1 THE CASE COMPANY - ELEIKO SPORT AB 

Founded in 1957, Eleiko Sport AB is a privately owned family business based in 

Halmstad, Sweden. Eleiko’s success began with the weightlifting bar in 1963 when 

it was first introduced at the Stockholm world championships. From then on, 

more than 900 world records have been set with Eleiko barbells. Since it’s 

inception, weightlifting products have been the company’s main business in the 

sport segment and delivered to 160 countries all over the world. The Eleiko 

trademark is synonymous for quality, competence and success within the 

weightlifting community. In 2000, the company expanded into the gym and fitness 

market specialising in the sale of functional training concepts that include 

hardware (Freeweights, FreeMotion cable machines and cardiovascular machines), 

as well as training and education. Training and education is provided all over 

Sweden, but the programme is mainly conducted at the Eleiko Sport Centre in 

Halmstad. This 1000m2 training centre allows trainers, coaches and buyers to test 

these concepts and equipment and/ or be trained by professionals. Currently, 

Eleiko’s four core business areas include:  

 

! Weightlifting 

! Powerlifting 

! Gym & Fitness 

! Education 

 

The Weightlifting, Powerlifting, and Gym & Fitness (with the exception of the 

FreeMotion machines) divisions have sales worldwide. The Education division 

and FreeMotion machines are sold only in Sweden, Denmark and Norway. 

 

In 2004, Eleiko established an official representative office in Moscow to focus on 

the existing profitable Russian market. Besides the sale Eleiko’s weightlifting and 

powerlifting equipment, Eleiko Russia has the exclusive distribution rights for 
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FreeMotion fitness, strength and cardio equipment, as well as comprehensive 

education and support in Russia, Ukraine, Belorussia and Kazakhstan 

(http://www.eleikosport.se). 

 

 

2.2 THE ORGANISATION 

Eleiko’s board of directors comprises of three members. One member is 

assuming the roll of Managing Director, while the remaining two members have 

no involvement with the daily functions of the company. The management team 

consists of the Managing Director, Sales Manager for Weightlifting and 

Powerlifting, Sales Manager for Sports & Fitness and Education, Sales Manager 

for the Eleiko Russia, Marketing Manager, Finance Manager and Production 

Manager. Figure 1 details Eleiko’s organisation chart and which employees they 

are responsible for. Interviews were conducted with all the above mentioned 

managers. 

 

Today, Eleiko hires 30 employees divided into five result units that are made up of 

the four business areas and Eleiko Russia. Positions within these units include 

sales support, sales representative, coordinator, technical support, assistant, 

receptionist, accountant, purchaser, product developer, service, production and 

warehouse personnel. Eleiko has been experiencing rapid growth in the last two 

years. The annual turnover for 2006 is 41.8 million Swedish crowns (a 32.9% 

increase from 2005) and 57.2 million (a 36.9% increase) in 2007. During the same 

period, a total of nine additional full-time employees have been hired. 
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In this section, theories that are relevant to this research will be discussed in detail.  

Firstly, theories on management and the organisation will be presented to give an 

understanding of how communication is linked to management and organisation, 

the different communication flows and how power-control can affect these flows. 

It will be followed by the definitions of internal communication and information 

within the organisation. These theories will explain the importance of the 

information policy, role of the communicator and internal communication 

functions. Lastly, the advantages and disadvantages of the different 

communication channels will be dealt with. These theories will be combined to 

give a well-rounded view on the topic of internal communication from a 

managerial perspective and serve as the framework for the analysis in the later part 

of this thesis. 

 

 

3.1 MANAGEMENT & ORGANISATION 

THEORIES 
 
Communication is affected by the organisation’s structure, and vice versa. Larsson 

(1997) states that communication is one of the most important components for 

the organisation to function properly. Before internal communication managers 

can choose the appropriate goals and objectives for their programmes, they must 

analyse the structure and environment of the organisation. For this thesis, 

managers were interviewed to identify the management approach in Eleiko. 

Focusing on management and organisation, Grunig and Hunt (1984) summarise 

four kinds of management theory and show how the structure and environment 

of an organisation affects employee communications. Management in structured 

organisations reflects the first two of these theories – machine theory and human 

relations theory. Structured organisations centralise decision-making at the top, 

have formal roles and rules, and are likely to operate in a static environment. 

Management in unstructured organisations reflects the other two – human 

resources and systems theory, operating in a dynamic environment. 

 

Machine theory, first set out by Katz and Kahn, describes a group of theories which 

“treat the organisation as a machine whose control and coordination can be engineered” (Grunig 

& Hunt, 1984:249). Employees have little freedom, tasks are subdivided into 

simple parts and roles are standardised. Communication in this form is only to 
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instruct employees on how to complete their tasks. It is downwards from 

management and is mainly in written format aimed at providing information 

which reinforces management’s control. Management in this kind of organisation 

advocates downward communication and discourages horizontal communication 

between groups of employees. Machine theory reflects the bureaucracy concept in 

the “classical management theory” developed by Weber (1947, in Byers, 1997:23) 

which has become synonymous with organisational inefficiency and insensitivity 

due to its formalised, inflexible and insensitiveness to workers’ needs. 

 

The human relations theory arose from two studies in the late 1930s and early 1940s. 

These studies suggested that employees would be more productive if management 

paid special attention to them. However, in this approach, communication was 

seen as something to make people feel good rather than to help them do their 

jobs (Grunig & Hunt, 1984). Management policies are always presented in a 

positive, unquestioning fashion, and the emphasis is on social events. Instructions 

were replaced with expressive communication, but the downward flow of 

information was still emphasised. Suggestion boxes, company social events and 

visits by management to work areas were merely superficial gimmicks rather than 

genuine attempts at upward communication. 

 

Human resources theory developed from human relations theory, but advocated 

actual involvement rather than just lip service to it. In contrast to human relations 

theory, human resources theory emphasised actual involvement as a way of 

motivating employees which required a less structured organisation and more 

individual autonomy. Högström et al. (1999) consider the dialogue in human 

resources theory very important for the success of the organisation in order to 

work towards and achieve the organisation’s goals. Most human resources 

theories have their roots in psychologist Abraham Maslow’s “hierarchy of needs” 

(Grunig & Hunt, 1984:252). According to Grunig and Hunt’s interpretation, 

people first pay attention to their lower order needs – food, shelter and security. 

These needs can be met through the economic exchange of machine theory. But 

once these needs are met, they look for self-esteem and self-actualisation. Other 

theorists who built on this include McGregor, Likert, Herzberg and Blake and 

Mouton, where “open communication (see 3.1.2) with employees about 

organisational decisions that affect their jobs makes up an essential part of the 

desirable management theory” (Ibid).  
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Finally, systems theory maintains that no one structure will be appropriate for all 

organisations, in contrast to the previous three theories which were ‘all or none’ 

theories. System theory stresses that no one structure and its accompanying 

communication system will be appropriate for all organisations. It all depends on 

each organisation’s environment and its technology. This means that some 

organisations within a static environment will be centralised, with a 

communication system which mixes both instructions and expressive 

communications, emphasising downward flow of information from management 

to workers. Less educated and specialised workers will be most satisfied with this 

structure, but it would not work for professional employees. They would be more 

satisfied in an organisation within a dynamic environment with open and complex 

communication flows. Thus different organisations will choose different models 

of employee communication, depending on their environments and organisational 

goals (Byers, 1997). 

 

Erikson (2002) describes three types of organisations which have different 

attributes. The first is a top-down organisation which is centralised where the 

communication is performed by giving orders with little opportunity for feedback. 

The second is a delegated organisation which is decentralised and characterised 

with a more even form of communication with possibility of having dialogues. 

However, there is a clear division between the management and the employees. 

The third organisation built on consensual responsibilities and open dialogue. This 

type of organisation has flexible boundaries between internal and external 

communication. The different communication flows these three types of 

organisations employ will be discussed in section 3.1.1. 

 

According to Strid (1999), the manager is the natural communication channel 

concerning information about employees’ work assignments and is the major 

source of information and highly regarded among employees. However, 

Högström et al. (1999) state that as the organisational structure is changing in 

terms of decentralisation, the manager’s role as a communicator is also altered. 

Strid (1999) stresses that managers often lack the ability to communicate 

effectively and should be educated to understand the importance of internal 

communication. He adds that since managers constitute the link that brings the 

organisation’s units together, the effectiveness of the communication is dependent 

on how well they understand and perform it. 
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3.1.1 COMMUNICATION FLOWS 

Communication operates in many ways within an organisation. In relation to 

Erikson’s (2002) description of the three types of organisation attributes, Grunig 

and Hunt (1984:250) identify five kinds of internal communication flows: 

 

! Downward – from superiors to subordinates 

! Upward – from subordinates to superiors 

! Horizontal  – between individuals in the same department or work unit 

! Horizontal – between individuals in departments (subsystems) at the 

same level of the organisation 

! Crisscross – between individuals in different departments at different 

levels of the hierarchy not directly connected on an organisation chart 

 

Larsson (1997) also describes four similar flows commonly used in organisations. 

Downward and upward communication usually takes place between the 

management and the employees. Horizontal communication happens between 

employees in the same department in the same level, while crisscross 

communication minimises boundaries between individuals in groups from 

different levels.  

 

Theaker (2001) believes that some routes may work well and others may be 

blocked. When communication doesn’t work, the grapevine steps in to fill the gap. 

The grapevine, made up of rumour and gossip, is not controlled or controllable. It 

is always in existence, but the effects can be moderated if communication flows 

are working well. Problems may arise if the grapevine is the only form of 

communication, or is seen as more reliable or important than information sent by 

the management. 

 

Larsson (1997) sees dialogue on different levels as an important form of 

communication. Corresponding to his third description of an organisation with 

consensual responsibilities and open dialogue, Erikson (1992) also believes that by 

creating dialogue with employees, the grapevine effect can be minimised. Dialogue 

has gained more significance in organisation theories. Even if dialogue is 

considered a form of two-way communication, Issacs (1993, in Simonsson, 

2002:74) and Heide et al. (2005:25) regard it as rather one of many forms of two-

way communication. Other forms include debate or discussion which are 

dominated in the work place by competition and fragmentation where the 
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objective is to choose sides. Thus, the dialogue is characterised by participation, 

consensus and respect. As I see, the different definitions are intertwined. The 

characteristics of the dialogue is something to strive for also when it is a question 

of discussion or debate. When the organisation is more decentralised and 

delegated, the need for dialogue increases. This requires a higher demand from the 

managers to be able to have dialogues with employees (Simonsson, 2002). The 

dialogue, which is similar to a two-way symmetrical model that emphasises on 

open communication between management and employees, is explained further in 

the next section which is illustrated as the latest phase in the four eras of employee 

communication. 

 

3.1.2 FOUR ERAS OF INTERNAL COMMUNICATION 

Grunig and Hunt (1984:6) link the ‘four eras’ of internal communication to their 

four models of public relations which they define as the “management of 

communication between an organisation and its publics”. While the origin of the classic 

four models of public relations primarily concern external communication, publics 

may be found within as well as outside an organisation – for instance the 

employees as well as the clients of a company (McQuail, 1993). Therefore, I see it 

relevant and important to apply Grunig and Hunt’s public relations models to 

internal communication in this thesis. In 1964, communication consultant, C.J. 

Dover, described the first three and later Grunig and Hunt added the fourth era: 

 

! 1940s – The era of entertaining employees to convince them the 

organisation is a good place to work (press agentry model) 

! 1950s – The era of informing employees (public information model) 

! 1960s – The era of persuasion (two-way asymmetric) 

! The era of open communication (two-way symmetric) 

 

The press agentry and public information models of communication and public 

relations practices are one-way models, emphasising the flow of information 

outward from an organisation’s senior managers to the employees. 

Communicators using these models do not serve as channels of information from 

employees back into management decision-making. 

 

The two-way asymmetrical model is more sophisticated than the one-way models 

of communication process, because the communicator plays an important role in 

gathering information about employees for management decision-making. Using 
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this model, communicators develop messages that are most likely to persuade 

employees to behave as the organisation wants. Under the two-way asymmetrical 

model, the information communicators collect about employees is not used to 

modify the goals, objectives, policies, procedures, or other forms of organisational 

behaviour (Ibid). 

 

The two-way symmetrical model also requires the sophisticated use of knowledge 

and understanding of employees to counsel senior management and execute 

communication programmes. However, such two-way communication seeks to 

manage conflict and promote mutual understanding with them. Under this model, 

communicators seek to negotiate solutions to conflicts between their 

organisations and their employees. In simple terms, communicators practicing this 

model seek ‘win-win’ solutions to conflicts with employees. Communicators play a 

somewhat paradoxical role as advocates of the organisation’s interests in 

negotiations with the employees but advocates of the employees’ interests in 

discussions with the organisation’s strategic planners and decision makers. These 

four eras are not mutually exclusive, as all four kinds of employee 

communications are still carried out by companies today (Theaker, 2001). 

 

3.1.3 POWER-CONTROL THEORY 

While there are much discussions that concern open communication and 

dialogues in recent literature, I believe that it is necessary to always take the aspect 

of power into account. The power-control theory has become the dominant 

theory in organisational sociology (Grunig, 1992). Although organisational 

structures are somewhat influenced by a company’s strategy, size, technology and 

environment, research suggests that power has emerged as a key explanation of 

structure (Grunig, 1992:563). Heide et al. (2002:59) consider power as one-sided 

and negative as the person holding the power can influence and dominate others. 

They emphasise that a traditional approach to power presuppose that power and 

power relations can be established in formal organisation structures and roles. 

According to this approach, it means that the person holding the head position 

within an organisation is automatically given the power. 

 

The power-control theory explains why organisations practice internal 

communication in the way they do. The theory states that organisations behave in 

the way they do because “the people who have power in an organisation choose 

that behaviour” (Grunig, 1992:23). It is a recognition of the role that top 
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management plays in determining how its organisation practices internal 

communication. Robbins (1988. in Grunig, 1992:564) argues that the power-

control theory shows that organisations structure “is largely the result of those in power 

selecting a structure that will, to the maximum degree possible, maintain and enhance their 

control”. Repper (1992. in Grunig, 1992:113) also states that the power-control 

perspective “simply says that the big boss sets the public relations tone for the organisation”. 

 

Systems of internal communication are part of organisational structure and 

culture, yet they also create structure and culture. The environment affects how 

the people with power in an organisation construct its structure, culture and 

communication. Structure, culture and communication, however, also affect who 

has power and how an organisation perceives (or enacts) its environment and how 

it responds to the environment (Grunig, 1992:532). 

 

 

3.2 INTERNAL COMMUNICATION & 
INFORMATION 

 
To be able to understand information and internal communication, these two 

terms have to be defined. Internal communication is often seen as a two-way 

process in comparison to internal information which has a more one-way task.  

Larsson (1997:132) defines information as the message that is conveyed and 

communication as the process of how it is conveyed. This view is also shared by 

Erikson (1992). McQuail (1993) suggests that communication implies a sender, a 

channel, a message, a receiver, a relationship between sender and receiver, an 

effect, a context in which communication occurs and a range of things to which 

‘messages’ refer. He indicates that sometimes, but not always, there is an intention, 

or purpose to ‘communicate’ or to ‘receive’.  

 

Many definitions of internal communication can be found in public relations and 

communication literatures. Lesikar (1976, in Byers, 1997) states that internal 

communication consists of structured communication occurring within the 

organisation directly related to achieving the organisation’s work goals. The 

structure, in this case, implies that the communication is part of the operation of 

the organisation. One of the pioneers in public relations, Grunig (1992) defines 

internal communication as one of the most important contributors to 

organisational effectiveness, as it helps organisations define their goals, values and 

strategic constituencies. He goes on to say that internal communication is so 
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entwined with the process of organising and with organisational structure, 

environment, power and culture that many theorists of organisational 

communication argue that organisations could not exist without communication. 

Larsson (1997) describes internal communication as patterns of meanings and the 

human interaction that takes place within an organisation and Fiske (1990) adds it 

as a social interaction through messages. The similarities in these definitions can 

summarise internal communication as a prerequisite for an effective organisation. 

 

One common cause of dissatisfaction within the organisation is insufficient 

information, and at the same time there is also information overflow (see 3.3.3). 

The main causes of information overflow are due to the development and 

increase usage of information technology (Strid, 1999). Information should not be 

conveyed to everyone, but rather crafted and delivered to the intended recipient. 

One of the tasks of a communicator is to filter and organise information so that 

intended recipients know the types of information available and where to find 

them. Information downward and upward must be specific and concrete, failing 

to do so will result in misunderstandings of the principal message (Larsson, 1997). 

The content of the information can be interpreted differently depending on 

geographical, social and educational backgrounds (Heide et al., 2005). Therefore, 

the language used is one important factor that has to be considered when sending 

messages. 

 

3.2.1 POLICY & ROLE OF COMMUNICATOR 

Erikson (2002:136) states that a policy for information and communication is a 

“…guideline on how the work for communication shall be managed in the 

organisation and rules of the distribution of responsibilities”. A policy is valid for 

a long period and should be considered as an internal encyclopaedia, which 

discusses about how information and communication should be managed. The 

lack of a policy in an organisation may cause new knowledge not leading to 

improvement and the risk of increasing inconsistencies (Larsson, 1997). Orna 

(1990) considers the information policy essential in an organisation and one of the 

advantages is to integrate all information activities, which gives continuity and free 

information flow. The need and importance of an information policy also 

increases with the size of the organisation. Orna (Ibid) believes that all 

organisations can benefit from an information policy, which is specifically 

designed for their needs. 
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Erikson (2002) states that a policy should be concrete, concise and firm as 

possible as it will be regarded as a reference book. A policy that is too general will 

not be credible. Larsson (1997:100) gives some recommendations that a policy 

should contain: 

 

! General guidelines for communication within the organisation 

! Guidelines for public relations and information activities both internally 

and externally 

! Ethical rules 

! Authorities and responsibilities 

 

The task of communication staff is to implement the information policy in 

cooperation with the management who makes the decision on the information 

policy. The policy can be either an acknowledgement of how the organisation 

functions or a mean to change their views. A policy concerns all employees but 

the head of the organisation has the utmost responsibility regarding the 

information questions. Even after a policy has been implemented, it is essential to 

check periodically if it needs to be updated. If certain procedures are not working, 

the policy can be revised in the next edition. Most importantly, the management 

must fulfil the promises in the policy (Erikson, 2002). 

 

One profession that has the skill and knowledge to draw up a communication 

policy is a communicator. Dozier (1992:327, in Grunig & Hunt, 1992) asserts that 

the roles of a communicator are “key to understanding the function of public 

relations and organisational communication”. He adds that communication 

departments and programmes cannot function without the communicators. 

Theaker (2001) identifies two dominant roles of a communicator, the 

communication technician and manager. The communication technician is often a 

highly specialised individual that carries out communication programmes and 

activities such as writing new releases, editing staff magazines and developing 

websites. They probably do not undertake research, except to decide which 

communication mechanisms suit their prescribed purpose best. They are often not 

involved in organisation decision-making (Bark, 1997). 

 

The communication manager sits on the management team, plans, manages and 

facilitates the communication programme, counsels management and makes 

policy decisions. Communication managers can acquire different roles and 
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Theaker (2001) divides them into three categories, the expert prescriber, 

communication facilitator and problem-solving facilitator. The expert prescriber 

are often seen as the authority on communication and management relies on them 

to come up with solutions to problems. They research and define communication 

problems, develop and implement programmes. The communication facilitator act 

as go-betweens: interpreting, mediating and keeping open two-way 

communication between organisation and its public. They are often the official 

contact points in organisations. The problem-solving facilitator work with others 

in the organisation to identify and solve problems. They are involved in strategic 

decisions from the beginning, helping to set objectives, defining communication 

needs and advising on implementation.  

 

For the information and communication to function optimally within an 

organisation, the communicator has to sit in the management team, which means 

that these issues are prioritised. The communicator should be well informed of 

what goes on in the organisation to be able to inform other publics (Grunig, 

1992). There are different views on how the communicator should be placed 

between the management and the employees. Some consider that the 

communicator should be on the management’s side, where he/ she is employed. 

Then there are others who feel that the communicator should be close to the 

employees. The role can vary depending on the situation but the most believable 

is if the communicator has an independent position. In most cases, the 

communicator is placed close to the management, which makes it easy for the 

communicator to sympathise with the management views (Larsson, 1997; Strid, 

1999). Dozier (1992, in Grunig, 1992) also states that the participation in 

management decision-making is extremely important for the communication 

practitioners. 

 

The size of the organisation has an impact on the roles of the communicator. In 

larger communication departments, the communicators often have specialised 

tasks, while those in smaller organisations have more general role with 

responsibilities in both internal and external communication, as well as press 

contacts (Larsson, 1997). Bark (1997) adds that a communicator should possess 

an information and communication qualification and in addition has knowledge in 

computer and network. 
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3.2.2 INTERNAL COMMUNICATION FUNCTIONS 

Internal communication can serve different purposes for companies (Larsson, 

1997). According to Erikson (1992), internal communication can be divided into 

five different functions: 

 

! Work communication – the communication needed for employees within 

the organisation to conduct their daily tasks 

! News communication – informing employees of the latest news in the 

organisation 

! Control communication – steering the company towards its goals 

! Change communication – involving unplanned events (e.g. changes in 

goals or strategies) which are outside the regular news communication 

! Culture communication – how the organisation manage leadership, 

equality and similar issues 

 

These five points are similar and can be related to Larsson’s (1997:67) four types 

of internal communication – Work, News & Situation, Control and Evaluation & 

Culture communications. In addition, Larsson goes on to identify three internal 

communication functions from the management perspective. The first function is 

to communicate information about the company’s goals, plans, policies and 

economic developments. The second function entails coordinating the activities 

within the organisation. The third function is to provide information to the 

management regarding the company and the reliability of downward information 

flow from the management.  

 

Cutlip et al. (1994) propose that the goals of employee communications are to 

identify, establish and maintain mutually beneficial relationships between the 

organisation and the employees on whom its success or failure depends. Theaker 

(2001) adds that management should demonstrate a real interest in the employees’ 

concerns, for example by organising attitude surveys, suggestion schemes and 

stimulating the upward flow of communication. There must also be a response to 

this information, so that employees feel that their opinions have been taken into 

account.  

 

Top management must support schemes and programmes to involve employees 

and take their opinions on board, or else such schemes will be seen as mere 

gimmicks and will be abandoned. Cutlip et al. (1994) say that the most common 
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failing in employee communication is that it is too busy selling a management 

view downward that it neglects to stimulate an equivalent upward flow. 

 

 

3.3 COMMUNICATION CHANNELS 

Several communication channels can be used to communicate internally within an 

organisation. Larsson (1997) and Erikson (1992) name three channels commonly 

used: written, oral and electronic. Written communication can take the form of 

memos, notice boards, staff magazines or internal newsletters, oral 

communication includes meetings and conversations, while electronic 

communication can be carried out through e-mail and Intranet. Different 

communication channels give the sender different possibilities for transferring or 

exchanging information in terms of the degree of the information that is received. 

According to Larsson (1997), the channel with the highest degree of information 

being transferred is direct communication between two persons, due to its ability 

to allow immediate feedback. The channel with the lowest degree of information 

is a regular written letter. In the following sections, I will elaborate more on these 

channels. 

 

3.3.1 WRITTEN CHANNELS 

The advantages with the written channel are that the reader can go back to the 

information again if needed and that these methods can reach the receiver in 

different places. Risk for misinterpretation is also minimised if the materials are 

written accurately. While this does not necessarily mean that it is the most 

effective form of communication, the written form is nevertheless suitable for 

presenting facts and documentation. However, written channels reduce the 

possibilities for two-way communication and dialogue (Erikson, 1992). 

 

One form of a written channel that is widely used in organisation is the staff 

magazine (Strid, 1999). According to Strid, staff magazines are usually published 

once a month or even more frequently depending on the amount of information, 

content and execution. Högström et al. (1999) find that this kind of 

communication is suitable when carrying out longer articles that are of a more 

complex character, as well as information regarding the organisation’s culture. 

Strid (1999, 70) mentions two aspects of the staff magazine that must be fulfilled. 

Firstly, from a motivation standpoint, it is important that information should be 
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presented to employees as soon as possible. If the information cannot reach the 

employees fast enough, newsletters or internal messages can be used as 

supplements. Secondly, the contents in the staff magazine have to engage the 

readers. The more value the information provides the reader, the higher degree of 

reading. Strid adds that staff magazines should of course be adjusted to employee 

request in order to increase the use of this channel. 

 

3.3.2 ORAL CHANNELS 

This channel is a fundamental prerequisite for the continuous development at a 

workplace because of the interaction through speech. According to Högström et 

al. (1999), a meeting is the most effective direct communication channel. This 

channel of communication gives the employees the possibility of receiving 

information and discussion. Larsson (1997) states that formal meetings are 

suitable for discussing changes and problems, and is appropriate for smaller 

groups, while informal meetings usually take place daily at the coffee table or 

along the office corridors. Informal meeting is a good example of an oral channel 

but it can also include conferences and seminars. The oral dialogue, in comparison 

to the written channel, has clear advantages since it deals with direct contact and 

has great possibilities for exchange of ideas. This allows opinions to be heard and 

any questions asked (Heide et al., 2005). 
 

Formal meetings are costly, time consuming and often limited to small groups, 

therefore it should be well organised and planned in advance. Common 

shortcomings can be that participants are not prepared for the purpose and 

agenda of the meeting, earlier meetings were not followed up or involved the 

wrong participants. Meetings that involve more people require good planning and 

should not be used to discuss simple information, which can be disseminated 

through other channels, as it requires more resources (Larsson, 1997; Högström et 

al., 1999). Smaller groups are best for discussing several topics in detail but should 

be limited as only certain members are reached. Bigger meetings reach out to a 

wider set of audiences but are also difficult to send out the messages if the 

meetings are not well prepared. 
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3.3.3 ELECTRONIC CHANNELS 

Electronic communication can in many ways assist a company since it makes it 

possible to rapidly process information (Heide et al., 2005). In addition, it gives 

employees instant access to valuable information needed in their daily tasks. For 

information technology (IT) to be beneficial, the systems have to be easily 

accessible and easy to use. Furthermore, the systems have to be updated with 

relevant information continuously. Strid (1999) states that tools such as electronic 

mail (e-mail) and Intranet have provided an opportunity to send messages in the 

form of text, pictures and sound to one or several individuals, with an almost 

unlimited possibility to store the information. The receiver can then choose when, 

where and how to utilise these information.  
 

One advantage with e-mail is that it creates interaction and facilitates two-way 

communication between the sender and receiver. According to Larsson (1997), 

the quality of decisions also improves as more e-mail users share their input on 

ideas and proposals. However, Högström et al. (1999) believe that one should 

have more personal contact to be able to trust that the e-mail is a reliable form of 

communication as everything that is written needs to be interpreted by the 

receiver. 

 

Another form of electronic channel is the Intranet. This private computer 

network uses Internet technologies to securely share any part of an organisation’s 

information or operational systems with its employees. Hills (1997) states that 

with the Intranet, organisations can benefit by improving communication within 

the company as well as partners. This will save both time and money and improve 

internal communication by constantly updating the information. It also becomes 

easier to share experiences, expertise knowledge and to use the creativity and 

innovation of the employees. Högström et al. (1999) assert that Intranet is an 

organisational network adjusted to develop and strengthen the internal 

communication, ease the existence and exchange of knowledge or data within an 

organisation. It functions as an interactive communications tool to support 

processes and work situations. They propose that the Intranet can evolve in three 

phases. First, it functions as an information channel where communication is one-

way. Then it can be developed into a working tool, which eventually can be used 

to stimulate a dialogue where communication is two-way. 
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With the use of the Intranet, a new organisation structure is also created as the 

communication flow becomes more decentralised (see 3.1.1). This means that 

information is not sent from the conventional routes of downward or upward, but 

rather from all directions from all employees. Since the information is available on 

the Intranet, everyone in the organisation will be able to have access to it anytime. 

This gives employees access to the company’s database of customers, knowledge, 

product information and services to assist them in working more effectively (Bark, 

1997).  

 

Due to time restrictions, very often the Intranet within organisations are 

implemented without any prior analysis or research on the organisation’s 

communication and work requirements. For the Intranet to be effective and fulfil 

its function, employees have to be involved and given the opportunity to have 

their input regarding the content and structure, as they will be the ones using it. 

Another prerequisite before the Intranet is implemented is to have a solid 

cooperation between the IT and Communication departments. The IT 

department provides technical support to the Intranet, while the Communication 

department designs and is responsible for the information that is uploaded onto it. 

Once the Intranet is ready to be implemented, it is important to ensure that 

employees are interested, are willing to search for information, accept the Intranet 

and eventually use it (Bark, 1997). 

 

While there are many advantages when using the Intranet, Heide (2002) believes 

there are also disadvantages. One problem is that employees may not have the 

same prerequisite of interpreting the information on the Intranet. It is then the 

responsibility of the director to interpret the information and explain the 

meanings to the employees. According to Heide, an information gap can also 

occur between those employees who have access on their own computers and 

those who only have access on public terminals in the organisation. This gap is 

further widened if employees lack the knowledge and habit of using the computer. 

He also claims that many employees have problems accessing the Intranet due to 

lack of time. Lastly, Heide asserts that more and more information will end up on 

the Intranet which could lead to information overflow. This will make it difficult 

for the employees to search for the information which are important. One way is 

to structure the information so that they can be found using a search engine.  
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Strid (1999) also argues that there is a disadvantage of information overflow 

connected to both e-mail and Intranet. He states that information technology can 

be of much use to the internal information, but it has to be put in relation to other 

available communication channels. He believes that establishing and maintaining 

good relations with workers will probably not be done successfully via e-mail. 

Furthermore, e-mails can also lead to too much information which employees 

cannot handle. Högström et al. (1999) concur with this view and add that 

information technology works well for simple information, where there is less 

opportunity for enlarged interpretations.  

 

Heide (2002) distinguishes the push and pull function when distributing 

information over the Intranet. The push communication provides the information 

to the receivers, leaving them no option to influence the information flow. This 

type of function is suitable for disseminating information to a large number of 

people but it may flood employees with too much information that will threaten 

their ability to perform their work. On the other hand, the pull method requires 

the employees to seek relevant information on their own initiatives. One of the 

disadvantages with the pull method is the lack of controls to assure that 

information has reached the targeted audiences, in comparison to the push 

method where the communicator can confirm that the recipient has received it. 

However, if the Intranet is organised well, Heide adds that the pull method 

improves the interaction with the user, as they become part of the information 

process. This can be related to Larsson’s (1997) view that increase interactions 

among employees can stimulate dialogues. 
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This chapter deals with the methods and approaches that are taken into 

consideration during the research process. Topics also include the research 

strategy, sample selection, empirical data collection, data analysis and quality of the 

research. The choice to conduct a case study and the different methods of 

collecting empirical materials are discussed in detail. 

 

 

4.1 RESEARCH STRATEGY 

The purpose of this research is to get a more thorough understanding of Eleiko’s 

current situation by collecting data and findings from the managers on their 

perceptions on internal communication. The research tactic most appropriate for 

this study will be by applying a qualitative method. As Alvesson and Sköldberg 

(2000) point out, one distinguishing feature of qualitative methods is that they 

start from the perspective and actions of the subjects studied, while quantitative 

studies typically proceed from the researcher’s ideas about the dimension and 

categories which should constitute the central focus. This statement supports my 

intention to focus on my subjects and their knowledge as my point of departure 

for this study. Moreover, communication is not a topic that is easily quantifiable. 

To make sense of communication, being able to understand, describe and 

discover the meaning behind is crucial. Lindlof (1995) adds that qualitative 

researchers seek to preserve the form and content of human behaviour and to 

analyse its qualities, rather than subject it to mathematical or other formal 

transformations. This makes qualitative research the more suitable option for this 

research.  

 

There are different approaches that affect how conclusions are drawn. Alvesson 

and Sköldberg (2000) state that it is necessary to be influenced by a research 

approach that will guide one where to gather information, and how to analyse and 

interpret the information one comes across. The inductive and deductive 

approaches are two methods often used in conducting qualitative research. When 

adopting the inductive approach, the aim is to interpret the gathered information 

from the empirical study in order to generate a new theory that can explain a 

phenomenon. The inductive approach is symbolised by a researcher starting to dig 

out in the field without any preconceived knowledge about the topic. The 

researcher will then form a theory from the regularities in the empirical findings. 

4 METHODOLOGY 
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The inductive approach is not entirely appropriate for my research as I already 

have prior knowledge about the issue and there were theories that I had in mind 

that I want to examine. 

 

The deductive approach is mostly used in areas that are highly explored and 

studied (Alvesson & Sköldberg, 2008). The approach is useful if the aim of the 

research is to test if existing theories are valid. Hypothesis is created from the 

existing theory and then data is collected to test the hypothesis. This would assist 

me in identifying the causal relation between the variables. However, this 

approach is not the only method I wish to apply in my research since I want to 

understand more than just the relation between the findings and theories.  

 

I have chosen to adopt an approach that is more suitable for this study, the 

abductive approach. The abductive approach alternates between the inductive and 

deductive approaches. This method will begin to analyse the empirical result as the 

platform but does not dismiss theories. This process of referring back and forth 

between the theories and empirical findings will allow the empirical results to be 

more defined (Ibid). By using the abductive approach, I will be able to conclude 

by analysing and arguing with an iterative view between the result of the empirical 

study and the theoretical framework. This method will make it possible for me to 

find answers to my questions, but also these questions will arouse new concepts 

that will then revise the applied theories.  

 

The hermeneutic approach advocates a personal interpretation of the data 

collected with the aim to get a deeper understanding of why certain effects can be 

seen. The researcher’s own interpretations are combined with the systematic 

analysis in order to get more specific answers to what has been observed 

(Alvesson and Sköldberg, 2000:18). The hermeneutic view also maintains that by 

interpreting subjects in an organisation, a researcher will be able to understand the 

whole situation. This will allow me to better comprehend the subjects by 

participating in their conversations when they explain their perceptions and 

actions.  

 

I will interpret the gathered information supported by the hermeneutic circle. 

Alvesson and Sköldberg (2008:194) exemplify that interpreting information by the 

hermeneutic circle can be seen as an interaction between examining small parts as 

well as the whole picture. The interaction will give birth to an increased 
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understanding of the whole situation as well as the parts existing in the situation. I 

will begin by looking at Eleiko from a general view. Subsequently, I will break up 

the research into smaller parts and attempt to understand the company from these 

smaller parts. The understanding of a new topic requires preunderstanding, yet at 

the same time, preunderstanding demands understanding of the topic. This 

method can be related to the abductive approach I will be applying in this study. 

By continually alternating between these frames, the research will become more 

sizable in information and knowledge. This ongoing process will eventually result 

in a final conclusion.  

 

 

4.2 CASE STUDY DESIGN 

This case is designed to examine how and why Eleiko practice internal 

communication. The case study method is used because it is the preferred 

research strategy when “how” or “why” questions are being posed about a 

contemporary set of events over which the investigator has little or no control of 

(Yin, 2003:1). The advantage of using this strategy is that it allows an investigation 

to retain the holistic and meaningful characteristics of real-life events. Another 

advantage with this methodology is that it allows the researcher to conduct 

systematic interviewing. Yet another advantage is that the case study method 

requires the researcher to carry out a review of existing literature. Although this 

can be a time consuming process, it can prove to be very important in helping the 

researcher develop sharper and more insightful questions about the topic (Yin, 

2003:9). 

 

One of the disadvantages of using this method is that there is a traditional 

prejudice against case studies as a research technique. Some people criticise the 

case study method as being less rigorous than other types of research and weaker 

due to the lack of empirical evidence. Others argue that case studies provide little 

basis for scientific generalisation. This particular research project is an explanatory 

case study, as the focus is on contemporary event and the relevant behaviours 

cannot be manipulated. The case study includes competing explanations for the 

situation and indicates how much explanations may apply to other situations. As 

with most case studies, this project tries to illuminate a set of decisions: why they 

were taken, how they were implemented and with what result (Yin, 2003:12). 
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4.3 ACCESS TO THE FIELD 

One of the main concerns after I had established contact with Eleiko was to 

decide how to gain access to the field. At that phase, my direct point of contact 

was the marketing manager. The marketing manager informed me that before the 

study could proceed, an approval has to be obtained from the managing director. 

This helped me determine who the gatekeeper in the organisation was (Lindlof, 

1995).  During my first phone conversation with the managing director, he 

expressed concerns on whether there were enough materials on the topic of 

internal communication I could gather for this thesis due to the size of the 

company. I assured him that after meeting with the marketing manager I was 

aware of Eleiko’s needs and current interests and convinced him that the practical 

value of the study will be beneficial not just for me but also for the organisation. 

My preparation before the conversation allowed me to become sensitised in 

advance to the gatekeeper’s perspective and lay the groundwork for good 

interpersonal relations, which I believe got me the green light to proceed with the 

research. 

 

On the same day of the approval, I contacted all the managers and scheduled 

appointments for the interviews which were to take place in the following week. 

As I had earlier received the organisational chart, I knew who to contact. Phone 

numbers and e-mail address were available on the company’s website. I secured 

five interviews on that day and the remaining two confirmed a few days later. 

Since the interview subjects were not served to me on a silver plate, I believe all 

subjects had voluntarily agreed to participate in the interviews and that the 

gatekeeper’s power had no influence pertaining to the subjects’ agreements. As 

Lindlof (1995) sees it, the willingness of how a person contributes to a qualitative 

study is always his or her individual decision. By seeking cooperation from every 

individual, I also minimise the managers’ views of any direct association between 

the gatekeeper and myself or any notions that I am working on his behalf. 

 

 

4.4 SAMPLE SELECTION 

Due to time constraints and limited resources, it was paramount to be selective on 

which people to interview, activities or meetings to be observed, and documents 

to be analysed. It is also therefore crucial that I planned and executed the study 

effectively in terms of time and workload to produce a thesis that can contribute 
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to this field. For this research, only two observations were conducted and 

documents were selected on the basis if they were relevant to the study.  

 

As mentioned in beginning of this thesis, the focus of the research is to investigate 

Eleiko’s internal communication from a managerial perspective. This means that 

when conducting the interviews, attention will be paid to the managers in the 

organisation. The number of subjects necessary depends on the study’s purpose 

(Kvale, 1996:102). The aim of this study is to obtain general knowledge from 

these managers concerning their views on internal communication. Even if Kvale 

(1996) insists that it is the quality of the interview and not the quantity which is 

the most important, I will be interviewing all seven managers in Eleiko to achieve 

a more precise consensus that will reflect the management team’s perspective. 

This strategy of non-probability sampling also eliminates the need to choose the 

interview subjects randomly (Lindlof, 1995:126). 

 

 

4.5 EMPIRICAL DATA COLLECTION 

Evidence for case studies may come from six sources: documents, archival 

records, interviews, direct observation, participant-observation and physical 

artefacts. For this case study, I will attempt to gather as much information from 

differences sources as possible to get a deeper understanding of the case company 

and for the research to be more comprehensive. The three sources that I will be 

using include interviews, direct observations and documentations. As Yin (2003) 

claims, the incorporation of two or more sources of evidence, but converging on 

the same set of facts or findings, into a case study will increase its quality 

substantially. Patton (1987:60) and Yin (2003:98) assert that using different 

strategies to collect data can also be known as data triangulation. This form of 

triangulation encourages the researcher to collect information from multiple 

sources but aimed at corroborating the same fact or phenomenon. Patton (1987) 

and Yin (2003:86) believe that triangulation is useful to minimise the problem of 

relying too much on any single data source or method, which undermines the 

validity and credibility of findings because of the weaknesses of any single 

method.  

 



 

28 

4.5.1 INTERVIEWS 

To get a more in-depth comprehension of how the internal communication 

functions in Eleiko, face-to-face interviews were conducted to understand the 

organisation from the manager’s point of view and the themes of the lived daily 

world from the subject’s own perspectives (Kvale, 1996:27). As Spradley (1979:34) 

also puts it, it is to understand the “meaning of her experience, to walk in her shoes, to feel 

things as she feels them”. However, I do question Spradley’s last phrase about feelings. 

Is it possible that by conducting interviews it will allow me to feel the exact same 

emotions as those my subjects have? Wouldn’t there be a possibility that the 

subject reveals and lets the interviewer in only on certain emotions? For example, 

one subject may feel extreme sorrow but I am doubtful that I can share and 

experience the same degree of sadness. Being able to understand that the subject 

is sad is plausible, but whether I can feel it first hand is another question. 

 

Seven managers working within Eleiko were invited to participate in an interview 

by telephone. Interviews with these seven managers were conducted over a period 

of three days in December 2008. The length of each interview was approximately 

between 50 to 70 minutes. Six sessions took place in the respective manager’s 

office in Eleiko’s headquarter in Sweden. This will establish an atmosphere 

conducive for each subject to feel safe enough to talk freely about his/her 

experiences and feelings. On all occasions, the doors were closed which created a 

quiet environment in their offices that allowed us to focus on the interview 

without any distractions (Kvale, 1996:125). Even though employees requiring 

immediate attention interrupted the interviews on two separate occasions, the 

disruptions did not affect the outcome of the interview.  

 

As English is my mother tongue, I felt that conducting the interviews in my native 

language would allow me to interpret the responses accurately and as intended. 

Despite having knowledge of the Swedish language, my limited proficiency may 

result in misunderstandings and would have made the interviews longer if they 

were conducted in Swedish. At the beginning of the interviews, I asked if the 

informants were comfortable with the interviews being conducted in English and 

also informed them that it was no problem to use Swedish if they could not 

express themselves. Six out of seven interviews were conducted in English and 

informants were comfortable with the use of the language. On a few occasions, 

informants had difficulties substituting terms such as “utvecklingssamtal” and 

“styrgrupp” which means “performance evaluation” and “management team” 
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respectively, but this did not cause any problem as I understood what they meant. 

All informants also made efforts periodically by asking if I understood them. I can 

say that conducting these interviews in a language other than their mother tongue, 

in this case, was not a barrier and did not have a big impact on the research. 

 

One interview was conducted in Swedish. In this interview, a translator was asked 

to sit in and verify that I have understood the responses correctly. The translator 

works in the same department as the manager and I have learnt that they share a 

very open and frank manager-employee relationship in the office. This manager 

assured me that his responses were not affected by the presence of this employee. 

Despite having the translator in the same room, I posed my questions directly to 

the manager ensuring that we have eye contact, just like the other one-to-one 

interviews. The manager also maintained eye contact with me. Only when I had 

questions that needed to be clarified, then the manager and I shifted our focus to 

the translator. I would have the translator confirm that I have understood the 

manager’s statements correctly. If I had got it wrong, the translator would check 

back again with the manager to get his views before explaining to me in English. 

 

While one of my tasks is to interpret my subject’s statements during the interview, 

one cannot deny the risk of double interpretation when a third person is involved. 

The translator’s views and beliefs can affect the way the information is sent across 

and perceived by the interviewer. This will result in the findings being less 

accurate. Although this is highly possible, my understanding of the Swedish 

language, immediate clarifications and direct translation approach will minimise 

this risk. Thus preventing the influence of the translator’s opinions and views. 

 

Due to the different geographic location between the Russian manager and 

myself, this interview was conducted over voice conferencing programme, Skype. 

The manager was in his office in Moscow and the interview was conducted in 

English. Through e-mail contact, I informed the Russian manager of my username 

on Skype. We also decided on a time when we would meet. On the day of the 

interview, I turned on Skype five minutes before the scheduled time and waited 

for my subject to initiate the call. The connection and voice quality of the 

transmission was of superior quality without any disruption. Conducting the 

interview without seeing the subject’s facial expressions proved to be challenging, 

as I was unable to “see” if the subject understood my questions or if he felt 

uncomfortable. I had to rely on my sense of hearing to be able to decipher the 
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manager’s reactions. We both agreed that the conversation would have be easier if 

we had met face-to-face. Although the interview was not recorded due to 

technical difficulties, there were no problems to write down in detail most of what 

was said as I did not have to maintain any eye contact. 

 

According to Kvale (1996), qualitative interviews are sometimes also known as 

unstructured or a nonstandardised interview. Due to the flexible structure of these 

interviews, there are few standard rules or common methodological conventions 

when it comes to conducting them, which means that the technique on how the 

interview should be conducted has to be made by the interviewer during the 

interview. In order for that to happen, a high level of skill is required from the 

interviewer, who needs to be knowledgeable about the interview topics, as well as 

having a grasp of the conceptual issues of producing knowledge through 

conversation (Kvale, 1996:13). Having specialised in media and communication 

studies for many years now, I believe that I have acquired the knowledge and skills 

to understand internal communication. My experience in this field will allow me to 

make sensible and informed decisions on how to conduct quality interviews on 

this topic with the aim of producing useful information for the research. For this 

thesis, I adopted the form of a semistructured interview. Kvale (1996:124) 

explains that in this form it has a sequence of themes to be covered, as well as 

suggested questions. Yet, at the same time, there is an openness of changes to 

sequence and forms of questions in order to follow up the answers given and the 

stories told by the subjects. 

 

Before the interviews, a copy of the interview guide (see Appendix) was sent to 

each manager to give them an overview of the topics that will be discussed. This 

would help the subjects to prepare and think about their replies. Some of the main 

themes that were covered included responsibilities, the communication process, 

meetings, intranet and intercultural communication. Not all questions were 

included in the interview guide that was sent out as there were responses that I 

would like to gather spontaneously on certain issues. I was constantly aware that 

the qualitative research interview seeks to describe and understand the meanings 

of central themes in the life world of the subjects. The main task in interviewing is 

to understand the meaning of what the interviewees say. My role as an interviewer 

is to register and interpret what is said, as well as how it is said. With that in mind, 

the interview guide was then designed after the purpose of the investigation was 

conceptualised through thematising (Kvale, 1996:94). The interview guide 
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contained an outline of the topics (thematic dimension) and questions that will be 

discussed during the interview. However, the questions will never be exhaustive as 

they must be modified constantly to adapt to the interview situation. By not 

following the interview guide religiously, I was able to engage the informant in the 

conversation by asking questions that are spontaneous and related to what I am 

interested in. This will motivate the subject and encourage positive interaction 

with the interviewer (Kvale, 1996:129).  

 

In compliance to the ethics set out by Lindlof (1995) and Kvale (1996) in 

conducting interviews, subjects were informed of the procedures used in the 

research at the start of each session. Consent was obtained verbally for the 

voluntary participation and I ensured they understood that they had the right to 

refuse to participate or withdraw from the experiment at any time without 

prejudice. Permission was asked from each subject if I could use the tape recorder 

to record the interview, in the event if some individuals might feel uncomfortable 

and object to the recording method. Subjects were also informed that the case 

study report will not include any names and all input will be presented 

anonymously in the report. Notes and other materials will remain confidential in 

my property and will not be released to anyone else and will be destroyed after the 

research is completed. I neither immense myself too quickly into the field nor 

develop too intimate relationships with my subjects which could influence my 

impartiality of the research. As Aspers (2007) advices, the rule of thumb is to steer 

away from the field if one’s integrity will be compromised. 

 

Each interview was recorded in order to be documented which can be analysed at 

a later time. When transcribing, the recordings will serve as a form of verification 

to ensure that the findings presented in this thesis are accurate and true to what 

has been said by the subject. This also allows me to concentrate on the topic and 

the dynamics of the interview (Lindlof, 1995). None of the managers opposed to 

the use of the recording device. In all instances, the informants seemed oblivious 

to the presence of the tape recorder a soon as I posed the first question. Although 

I was not distracted by the tape recorder, I still found myself checking the device 

to make sure that it is recording the session. Even when I have shifted my eye 

contact momentarily from the informants to look at the recorder, they were not at 

all disturbed. The tape recorder was stopped momentarily on two occasions when 

employees requiring immediate attention disrupted the interview. I made the 

conscious decision to stop the recording to assure the manager that anything that 
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was said outside the interview, private or not, was not recorded. Recording 

resumed after the managers have tended to the problems and felt ready to 

continue with the interview. 

 

As this interview focuses on the content of what is said, it is not necessary to use a 

videotape recorder which is considered a time consuming analysis process due to 

the wealth of visual information it provides (Kvale, 1996:160). According to 

Bengtsson et al. (1998), the most common forms of documenting interviews are 

by using a tape recorder or taking notes and I have chosen to use both for this 

research. I started by briefing my subject and explained the purpose of the 

interview, what I was trying to find out, why I used the tape recorder and asked if 

there were any questions before I started the interview. All of the informants were 

aware of the purpose of the interview and no questions were asked at that point.  

 

As the interviewer, I defined and posed specific questions, introduced focused 

themes of the conversation and through further questions steered the course of 

the interview (Kvale, 1996:33). I formulated my questions so that they were easy 

to understand, short and devoid of academic language to avoid confusion for the 

subject. When the subject is describing his/ her accounts, I listened with an open 

mind to what is said, how it is said and noticed what is not said in the event that 

the topic is too emotional to pursue. I paid attention and took notes of my 

subject’s voice and tone; and facial and bodily expressions/ gestures 

accompanying the statements, as Kvale (1996:129) states that these provide a 

richer access to the subject’s meaning which the transcribed text cannot reveal. 

 

By conducting my interviews in a more casual than formal manner, I created a 

relaxed social setting where the informant can open up to me more freely and 

speak to me candidly like a friend rather than an person who has a strict agenda in 

mind with no concerns about his/ her feelings. I believe I have succeeded at 

accomplishing this goal as I could not see or sense that any of the managers were 

uncomfortable or nervous. At the end of the session, when all my questions have 

been asked and clarified, I conducted a debriefing where I asked if there was 

anything my subject would like to add. The final question is open ended to allow 

the subject to share any additional information or views that he/ she finds 

relevant. I concluded the interview by asking if I could contact the subject should 

I have further questions either by phone or e-mail and all informants had no 

rejection regarding the follow-up. 
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It is important to note that the above qualifications and skills on how to conduct 

interviews, but not limited to, are expected from the interviewer in order to 

conduct a successful interview. A well-conducted qualitative interview can be an 

enriching and positive experience for the subject who may obtain new insights 

into his/ her life situation. There are risks for the subject participating in the study 

where the person might feel embarrassment or discomfort in discussing his/ her 

personal views and understanding of the interview topic or the organisation. 

There are also factors that may affect the outcome of the interview. It might 

happen that subject’s statements are sometimes ambiguous. It then becomes the 

responsibility of the interviewer to clarify if the contradicting statements are due 

to a failure in communication during the interview or if the opinions are held as 

such by the subject. This had happened in a few instances where I had to confirm 

with my informants that I had understood their replies as they have intended them 

to be. 

 

During the course of the interview, the interviewer also has to be aware of the fact 

that there are possibilities that the subject may change his/ her descriptions and 

meanings about a theme. Different interviewers, apply varying levels of sensitivity 

towards the same topic of the interview, may produce different findings. Before 

each interview started, I left my presuppositions on any notions about the 

organisation and its functions outside the office, including the findings that I had 

from the previous interviews. This will give me the opportunity to open up and 

experience new and unexpected phenomena. While it is a prerequisite that the 

interviewer is knowledgeable about the interview theme, Kvale (1996:33) states 

that it will be beneficial for the interviewer to apply deliberate conscious naïveté to 

obtain different nuances and depths of the themes of the interview.  

 

One of the risks of relying heavily on interviews is always the potential reflexivity 

on the part of the interviewee, who may be tempted to say what he/ she believes 

the interviewer wants to hear (Yin, 2003). Another critic to this aspect is that 

people often say one thing, but do another. Kvale (1996:109) suggests that only by 

observing and questioning one can better understand the meanings and their 

processes. As Alvesson and Sköldberg (2000) point out, data and facts are the 

constructions or results of interpretation. With this in mind, I have to be aware 

that the data I collect are to some point the result of how I, the interviewer, 

interpret the feedbacks from my interviewees. A risk when conducting a research 

this way is the possibility that the data will be too coloured by my own translations 
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of the gathered data rather than mirroring the ‘reality’ the interviewees are trying 

to describe. These risks were minimised with me assuring the subjects complete 

confidentiality and remaining neutral throughout the interview. 

 

4.5.2 OBSERVATIONS 

One method often used in qualitative research is through observations. This can 

be achieved by conducting fieldworks that generate field notes, which 

subsequently produce empirical materials. Observational evidence is often useful 

in providing additional information about the topic being studied (Yin, 2003:93). 

Field notes which are seen as the stock of common sense knowledge of the actors 

who live in the investigated social world or also known as first order constructions. 

Equipped with the first order constructions, the researcher can then relate them to 

the second order constructions in theory and thereafter a scientific explanation can be 

established (Aspers, 2007:104). 

 

By observing the Friday meetings, I hope to discover how internal communication 

is practised within Eleiko. According to Yin (2003), a common procedure is to 

have more than one observer to increase the reliability of observational evidence. 

Due to the shortage of manpower for this study, this could not be avoided as I am 

the only researcher conducting this research. I tried to minimise this risk by taking 

as much notes as possible during the observations. After which, I will promptly 

input all the data into the computer and try to recall the events and actions while 

my memory is still fresh. 

 

Eleiko holds a weekly meeting for all employees at 09.30am every Friday. This 

meeting is held in the coffee room at Eleiko’s headquarter in Sweden and is 

usually presided over by the managing director. The duration of each meeting is 

usually 30 minutes. I requested to attend and observe two Friday meetings on 

November 21 and 28. The intention is to observe how the management 

communicate with the employees and what is discussed during these meetings. On 

the day of the first observation, I arrived early at the venue and had the 

opportunity to meet some of the employees when they started to arrive at 

09.40am. One employee called this gathering a “breakfast meeting” as sandwiches 

were catered for everyone. The coffee room had one large round table with seats 

for eight, one small round table with seats for five and two small rectangular tables 

joined together with seats for four. I placed myself at the small rectangular table in 



 

35 

the corner of the room, making an attempt to be as invisible as possible. The 

employees occupied the two round tables. 

 

As the managing director was away on a business trip, the finance manager took 

over his role. 17 people attended the meeting and remaining employees were 

absent for work related reasons. The meeting started at 09.45am. The finance 

manager stood in the middle of the room and welcomed everyone. He also 

introduced me to those present and explained the purpose of my visit. He 

mentioned that I was a student at the university writing my thesis on internal 

communication and that I was there to observe the meeting. I responded by 

looking at everyone and greeted with a hello. I did not elaborate what I was paying 

attention to or looking out for as I did not want the employees to feel 

uncomfortable and consciously change their behaviours. Nevertheless, during the 

meeting, I observed that some employees were looking at me when the manager 

was speaking. I was not able to determine if they were paying attention to the 

manager or have lost their focus on me.  

 

This can also be said about complementing field notes with visual evidences such 

as photographs and film recordings (Aspers, 2007:116). There are many 

advantages with using aids like video and photo camera. One positive attribute is 

that the observations the researcher make in a meaning is less filled with theories. 

The researcher can also refer back to the materials and make new interpretations 

that field notes cannot provide. However, there is also the issue of whether the 

subjects will “react naturally” if they are aware that they are being recorded which 

may affect the results from the observations (Aspers, 2007:107). There is the risk 

that the observer would influence the environment and affect different reactions 

from the subjects.  

 

In a non-public environment, it is difficult for the researcher to remain 

anonymous (Aspers, 2007). These private environments make people aware of the 

presence of “outsiders” easily, and the curiosity in the human behaviour wants to 

identify who this person is. By revealing the identity of the researcher and his 

purpose, I believe there is the risk that people may react and behave differently.  

 

In the second observation, 20 employees participated in Friday meeting. It was 

interesting to see that the employees sat in the same seats they had from the last 

meeting. The managing director was present and led the meeting. He began by 
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introducing me and explained what I was doing. He also emphasised on the 

importance of internal communication and why the organisation should pay more 

attention to it at the rate the company is expanding. Like I mentioned before, I 

did not believe that the managing director’s gatekeeper role has affected the 

subjects’ voluntary participations, as they were already secured earlier in the week 

before this meeting took place. However, I do speculate if the speech by  the 

managing director on the importance of internal communication would somehow 

influence managers responses during the interviews.  

 

Towards the end of the meeting, managing director jokingly exclaim that he was 

not a “dictator” while looking at me and proceeded to ask his employees if they 

had any question or feedback. I wonder if he asks his employees this same 

question every Friday or did he just do it because I was there. If this is not the 

case, then it will prove the theory that the presence of the researcher does affect 

the reactions and behaviours of the subjects in the environment. This will result in 

my findings from the observation being less accurate. 

 

After the meeting had concluded, an employee gave me a tour of the office. This 

employee showed me where the employees have their offices, workshops, 

warehouse and gym. While taking mental pictures of the office settings and layout, 

I also took the opportunity to observe if there where any other tools or channels 

that were used to disseminate information.  

 

One interesting observation I have made is that a handful of the employees did 

not turn off or put their phones on silent mode during these meetings. A mobile 

phone rang occasionally and the employee will walk away from the table to answer 

the phone. On one occasion, one employee answered the phone and had a 

conversation with the person on the other end, while the meeting was going on. 

I found this amusing as even if this interrupted the meeting, it did not seem to 

bother anyone. 

 

4.5.3 DOCUMENTS 
During the course of this study, I have assessed different types of documents that 

would allow me to learn more about Eleiko. For this case study, the most 

important use of documents is to corroborate and augment evidence from other 

sources (Yin, 2003:87). Documents such as organisation chart, employee 

information booklet, internal e-mail reports, office layout, company website and 
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Intranet provided good insights into the background and functions of the case 

company. While these documents are useful for my study, others like customer 

newsletters and product brochures did not have much relevance when it 

concerned internal communication. With the exception of the financial results 

from 2005 and 2007, which according to Yin (2003) should be classified as a form 

of archival record, I consider all the materials to be documents as they are current 

and applicable within the organisation. The analyses from these documents were 

mostly used as materials to better understand the history, background and current 

operations of the organisation.  

 

 

4.6 DATA ANALYSIS 

Patton (1987) claims that the mechanics of organising data varies for different 

people. Because different people manage their creativity, intellectual endeavours 

and hard work in different ways, there is no one right way to go about organising 

qualitative data.  In order for me to analyse the data effectively and efficiently, I 

have chosen to organise the empirical material that were collected from the 

interviews. Findings from the observations were already jotted down in a 

notebook and further categorisations will be extraneous. As there were not many 

documents that were relevant to the case study, I did not see the need to organise 

them since they are self-evident.  

 

In order to provide reliable results in the thesis, transcribing the empirical data 

that I have recorded using the tape recorder during the interview will allow me to 

better compare the results from all the informants. Transcription itself is an 

interpretative process. Transcribing involves translating from an oral language, 

with its own set of rules, to a written language with another set of rules (Kvale, 

1996:165). Kvale (1996) argues that even though transcription seems like simple 

and reasonable procedure, the process involves a series of methodical and 

theoretical problems. For example, once the interview transcriptions are made, 

they tend to be regarded as the solid empirical data in the interview project. 

However, they are artificial constructions from an oral to a written mode of 

communication. There is no one true form in transcribing. Kvale (1996:166) 

suggests to approach transcriptions from a “what is a useful transcription for my 

research purposes?” angle in order to transform the conversation into a literary 

style that facilitates communication of the meaning of the subject’s stories to the 
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readers. It is often advisable to transcribe the entire interview than just some parts 

of it as one might overlook the vital details from the interviews. 

 

For my research, I did not see that it was necessary to transcribe all seven 

interviews in its entirety since I have made notes during the interviews to remind 

myself which responses were relevant and had to be included in the report. This 

was well facilitated by having the interview guide’s questions numbered and the 

remarks in my notes correspond to the respective numbers. This form of selection 

of materials to be transcribed made a generally time consuming process into a 

more effective one. As mentioned earlier, there is a certain risk that important 

information during the interviews might be neglected if only selected parts of the 

interview is transcribed. However, it is my opinion that since I was the one 

present during the interviews and have devised a system of taking down notes that 

work best for me to identify the information, this risk will be significantly 

minimised. Despite that, I will not recommend this method if someone who did 

not participate in the interview is tasked with the transcription. 

 

Research questions were grouped according to their central themes. This task was 

made much easier when the interview guide was already designed this way. The 

central themes were then coded into different categories and topics, when 

necessary. Coding is a part of the analysis which divides the empirical materials 

and enables the process of analysis on a more detailed level. Coding is not just a 

passive process where one fills up “theoretical boxes” with empirical materials but 

it can also forms the foundation for creating new theoretical categories (Aspers, 

2007:157). The headings and informants were then laid in a table format. For 

those transcriptions that were made, findings from each informant were then 

tabulated into the respective box in the table. This technique will allow for easy 

cross-referencing and comparison. 

 

After all the empirical data have been collected and organised from the three 

sources of information, it was then time to analyse the results. The best 

preparation for conducting case study analysis is to have a general analytic 

strategy. Without such strategies, case study analysis will proceed with difficulty 

(Yin, 2003). Yin (2003) suggests three general strategies to help the researcher 

treat evidence fairly, produce compelling analytical conclusions and rule out 

alternative interpretations. I do dispute with Yin’s third view on ruling out 

alternative interpretations, as I believe there is no one true way of interpreting. 
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Therefore, I will be focusing on the strategy that will rely on theoretical 

propositions in this case study. This strategy is derived from following the 

theoretical propositions that led me to my case study. This meant that my original 

objectives and design of the case study were based on my ideas and concepts 

about the research problem, which in turn led me to develop a set of research 

questions, reviews of the literature and new hypotheses or propositions. This also 

meant that the propositions have shaped my data collection plan and therefore 

have given priorities to the relevant analytical strategies. This strategy helped to 

guide my case study analysis and focus on certain data and to ignore other data.  

 

From the tabulated data that I have categorised, I was able to select the data that 

were relevant to the research questions. Finally, as the data collection method was 

based on converging line of inquiry, it was then possible to consolidate all the 

findings to validate whether the theories applied to the case company. Theoretical 

propositions about causal relations, answers to “how” and “why” questions, can 

be extremely useful in guiding case study in this manner. I found this strategy 

systematic, productive and less labour intensive during the analysis process. 



 

40 

 

 

By far, the interview and observation methods were more useful out of the three 

sources of information as the availability of documentation was limited and not 

related to internal communication. Documents that were available were mainly 

used to understand the history, background and current operations of the 

organisation. Results from the interviews will then be analysed and compared with 

the theories and concepts from the theoretical framework in Chapter 3. By doing 

so, I hope to understand how Eleiko’s management view and conduct internal 

communication within the organisation and furthermore provide 

recommendations and strategies on how they can improve. The identities of the 

managers will remain confidential so no names are mentioned in this thesis. 

 

 

5.1 MANAGEMENT & ORGANISATION 

STRUCTURE 
 
Eleiko’s management team consist of seven managers (see 2.2). Six managers are 

responsible for their respective departments and they report to the managing 

director who oversees the organisation. Eleiko does not have a dedicated manager 

or department solely responsible for communications. The marketing manager is 

responsible for advertising, press releases, print materials (e.g. brochures, 

catalogues, etc.) and the company website. However, this manager does not have 

any expertise in the strategic communications area. Dozier (1992, in Grunig & 

Hunt, 1992) stresses that a person assuming the role of a communicator, with 

relevant educational background, is crucial to an organisation’s communication 

function. The marketing manager is also only responsible for the marketing 

department and is not well informed enough of what goes on in the entire 

organisation to be able to inform other publics (Palm, 1984). 

 

In Eleiko, most decisions concerning the organisation are made by the 

management team. Managers have the authority to make decisions within their 

department which are defined by the budget allocated to them every year. 

Nevertheless, this authority is limited and any decisions beyond their control are 

subject to approval from the managing director. When asked who has the power 

to make decisions in Eleiko, all managers said that the managing director has the 

final say in making them. The centralised structure of Eleiko’s organisation, also 

5 RESULTS & ANALYSIS 
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described by Erikson (2002) as downward management, is further illustrated in 

this statement shared by most managers: 

 

“The managing director is the leader in Eleiko. All strategic decisions 
have to be approved by him. As the company is small, even when I can 
make my own decisions, I will still consult the managing director.” 

 

Information about the organisation is disseminated from the management to the 

employees through e-mails and direct contacts. During the Friday meetings, news 

and information are delivered to the employees by the managing director. In the 

absence of the managing director, the finance manager will stand in, which was 

the case at the first Friday meeting that I observed. Due to the size of the 

organisation and close proximity of the offices, managers have direct 

communication with each other and their employees on a daily and informal basis. 

This form of communication, according to Larsson (1997), has the highest degree 

of information being transferred between two persons due to the ability to allow 

immediate feedback. Managers feel that it is easier and more time efficient to go 

to the office of the person they wish to speak to. This can also happen by chance 

along the corridors or in the coffee room. These examples further demonstrate 

Larsson (1997) and Grunig and Hunt’s (1984) downward (from superior to 

subordinates) and horizontal (between individuals in the same department) 

communication flow models. 

 

Eleiko Russia is the sister company based in Moscow. The establishment of this 

foreign unit has a great impact on internal communication (Grunig & Hunt, 

1992). Managers in Sweden only have occasional contact with the Russian 

manager. They pointed out that even when communicating in English, the 

language can be a barrier with the Russian office. Eleiko does not have a common 

business language that can unify the two offices. Employees communicate in 

Swedish in Halmstad and Russian in the Moscow office. The direct point of 

contact between the Russian and Swedish office is the managing director. In 

addition to regular phone calls and Skype video conferencing, he travels to 

Moscow every eight weeks to meet with the Russian manager. Employees in 

Russia receive information about Eleiko (Sweden) directly from the Russian 

manager. The managing director acknowledges that the company is not doing a 

good job at providing the Russian office with information about its mother 

company and that something can be done to improve. In my opinion, the 

management should consider the Intranet if they want a cost effective way to 
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provide information and communicate effectively with the Russian office (see 

5.3.3). Heide et al. (2005) and Erikson (1992:38) stress the importance of profiling 

the receivers of the information in terms of differences in knowledge, language 

and culture to increase the perception of the message. 

 

Generally, managers share the same opinion concerning communication between 

the manager and employee chain of command. Employees have the right to 

approach the managing director directly to voice their concerns about any work 

related matter but managers feel that employees should first consult with them 

before going to the managing director. They mention that all employees know this 

unwritten rule. It was not explained in detail how this unwritten rule was 

established but the structure of this hierarchy again reflects the power-control 

theory where those in power can select a structure that will maintain and enhance 

their control (Robbins, 1988. in Grunig, 1992) 

 

A performance evaluation is conducted once a year with each employee by their 

respective managers. During theses sessions, the employee’s performance, 

development, prospect, etc. are evaluated and discussed. According to the 

managers, this is the primary source of gathering feedbacks from the employees 

about their work in the organisation. Apart from the annual performance 

evaluation, no other measures or tools are in place for the rest of the year. Some 

managers said that their daily contacts with their employees also gave them the 

opportunity to give spontaneous feedbacks to the managers, which Larsson (1997) 

sees as one of the traits of direct communication. However, I do question how 

often these “feedbacks” can be considered feedbacks or are they just work related 

issues to be rectified immediately? During these daily feedbacks, do employees 

offer their thoughts and opinions about what the organisation can do to improve? 

 

Eleiko is a privately owned family business where the managing director is a major 

shareholder of the company. As the head of the organisation, he has the power 

and authority to control and shape how the internal communication functions 

within the company (Heide et al, 2005:59). As Grunig (1992) asserts, people who 

have power choose how the organisation practice internal communication. During 

the interview, the managing director admitted that he believes in “management by 

walking around”.  He explained: 
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“I walk around quite a lot in the office to communicate with people. If 
you walk around you get a lot of information. You get the temperature of 
the company. Internal communication is interaction and communication 
by walking around.” 

 

The managing director’s views on how to conduct internal communication has 

contributed to the informal culture in Eleiko. Even if communication is 

downward flowing from management to employees, there is no formal channel or 

route of how information is disseminated. The risk of managers and employees 

receiving mixed and inconsistent messages is very high (Larsson, 1997). The 

managing director also agrees that some form of formal communication has to be 

implemented. As mentioned before, the managing director has the final say in all 

decisions. This proves again to show that he is the power within the organisation 

and the one who sets the tone in his company (Grunig, 1992). 

 

 

5.2 INTERNAL COMMUNICATION & 
INFORMATION PERSPECTIVES 

 
During the interviews, managers were asked to define the terms information and 

communication. Most of the managers defined information as one-way, messages, 

news about the markets and the organisation, and things employees need to know 

to be able to do their work. These are in accordance to Erikson (1992) and 

Larsson’s (1997) views on the different internal communication functions. They 

defined communication as two-way, how one spreads information, both formal 

and informal, feedback, interaction and dialogue. One manager also stressed the 

importance of getting the message across to the receiver when communicating. 

This view is similar to the one-way public information model described by Grunig 

and Hunt (1984). All managers said that employees are the most important people 

in Eleiko that the organisation must communicate with when it concerned internal 

communication. These comments from the managers are in agreement with the 

views from Larsson (1997) and Fiske (1990) that internal communication is the 

social interaction of meanings and messages within an organisation. One manager 

further commented: 

 

“The openness of this organisation is very unique. I am surprised that 
Eleiko reveals so much details and information about the company. I 
believe it is better to inform too much than too little.” 
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While one might interpret Eleiko’s openness as being honest and transparent, it 

makes me reflect on Strid’s (1999) view on the risk of information overflow. Is the 

“extra” information necessary and is it relevant or useful for employees to 

perform their tasks? How does the management know that this excess 

information they are sending is not actually considered useless by the employees? 

 

This brings me to the issue on information policy and role of the communicator. 

Eleiko does not have a written information policy. Two managers said that the 

organisation is too small for an information policy and one of them commented: 

 

“It is not a priority at this stage but we do have an informal 
communication policy.” 

 

Orna (1990) states that all organisations, regardless of size, can benefit from an 

information policy and the importance of it increases the more employees an 

organisation has. Larsson (1997) adds that without a policy, the risk of 

inconsistencies in communication also increases. Erikson (2002) suggests that one 

of the roles of a communicator is to implement the information policy in 

cooperation with the management but adds that the managing director is still 

responsible for it.  

 

As mentioned earlier, Eleiko does not have a manager who is responsible for 

communications. Managers acknowledged that the managing director is the 

person assuming the role of a communicator in the organisation. The managing 

director does not have any formal education or training in communication but 

believed that his years of experience as a manager has provided him with adequate 

knowledge on how to communicate with employees. This is in conflict with 

Bark’s (1997) opinion that a communicator should possess an information and 

communication qualification. Two managers expressed doubts about needing a 

person responsible for the communication function citing the small size of the 

organisation as the main reason. Another reason is that the marketing manager is 

already handling certain activities similar to those that are usually managed by a 

communicator. However, four managers felt that communication within the 

organisation can improve with someone who has knowledge in this field. They 

share Bark’s view on the qualification of the communicator. They further 

commented: 

 

 “It will save a lot more time and money.” 
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“I guess it will be useful to have someone in-charge. We need rules and 
routines.” 
 
“The communicator doesn’t have to be employed by Eleiko. He or she 
can be from a consultancy.” 
 
“If the communicator is responsible for managing how we communicate, 
like e-mail and Intranet, it will be really really useful. A lot of extra work is 
created without a good and proper way of communication.” 

 

These remarks show a relatively strong sentiment from the managers that a 

communicator is needed to improve the communication functions and channels 

within Eleiko. The communication channels being used in the organisation will be 

analysed and discussed in the next section. 

 

 

5.3 COMMUNICATION CHANNELS 

Eleiko uses a few communication channels. However, not all of these channels are 

used to perform internal communication. Erikson (1992) states that a combination 

of written, oral and electronic channels provides most efficiency. He further 

suggests that the organisation should choose a combination based on its resources 

and qualifications to increase employees’ knowledge of the company. Högström et 

al. (1999) stress that the communication must be formed by the purpose of the 

information flow. The choice of communication channel used in Eleiko is selected 

by the management. 

 

5.3.1 NEWSLETTER 

Eleiko does not produce a staff magazine or an internal newsletter. However, they 

distribute an external newsletter to all its customers every month by e-mail. This 

newsletter in Swedish contains information about the latest products and services 

from Eleiko. A copy of this newsletter is also sent to all employees in the 

company. The manager responsible for the newsletter said that employees receive 

the newsletter so that they can familiarise themselves with the offers before 

customers call. The newsletter does not provide any articles regarding or 

concerning the employees within the organisation. 

 

The managing director mentioned that Eleiko is not good at providing 

information to the Russian office. I see the staff magazine as a useful tool that the 

organisation can use to inform employees in Russia about the mother company. 
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This can also be used for the other way around to inform the employees in 

Sweden about the functions and businesses in the Russian office. Due to the small 

number of employees in Eleiko, the staff magazine can be published and 

distributed bi-monthly to begin. The frequency can increase when needed. 

Högström et al. (1999) reason there is a risk that production of printed magazine 

may result in obsolete information due to time of production and execution. They 

see that it is useful when producing longer articles of complex nature, as well as 

information regarding the organisational culture. If other information cannot 

reach employees via staff magazines, Strid (1999) suggests that supplementary 

channels such as internal messages can be used. 

 

While authors such as Erikson (1992) and Hills (1997) argue that the Intranet is a 

rapid, efficient and timesaving channel for accessing the staff magazine, I beg to 

differ and would suggest that staff magazines be in printed forms as managers in 

Eleiko are already complaining of the lack of time to access the Intranet. A 

printed form of the staff magazine allows portability where all employees can 

bring and read it anytime and anywhere. Strid (1999) adds that distributing the 

staff magazine to the homes of the employees will make their families more 

involved and supportive of their work.  

 

5.3.2 MEETINGS 

This form of face-to-face communication is useful for expressing feelings and 

emotions. The personal contact involved makes it the most preferred way of 

communication for the managers in Eleiko. Högström et al. (1999) explain that 

meetings can be formal or informal. Eleiko conducts a formal management team 

meeting every six weeks to discuss the organisation’s strategic decisions that takes 

a whole day. Managers revealed that the topic regarding communication is seldom 

discussed and even if they did, it is not a priority. Three managers remarked on 

the duration of these meetings: 

 

“The management team meetings are too long. It is very hard for us to 
focus. It is very hard to remember everything that is said in the 
meetings.” 
 
“I wish we could have shorter management meetings but more 
frequently. We can certainly improve on our communication skills in 
these meetings. We must have a schedule and an agenda because it can be 
quite unorganised sometimes.” 
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“The management meetings can be shorter if the participants can come 
prepared. But with our busy work schedules, it is almost impossible.” 

 

As Larsson (1997) and Högström et al. (1999) emphasise, formal meetings should 

be well planned in advance. Failure to do so can be costly and time consuming for 

the managers and organisation. I find that time is an issue for most of the 

managers as they are overburdened with work. By conducting these meetings in 

shorter intervals, they can focus on the current issues without too big a lapse from 

the previous session. This will shorten the duration of these meetings and allow 

priority tasks to be followed up. 

 

A meeting is conducted every Friday where the managing director informs all 

managers and employees about the organisation’s outlook and position. These 

information include statistics in sales and profits. At the first meeting, the finance 

manager briefly discussed the operations and businesses in the Russian office, 

which was not brought up by the managing director at the second meeting. I 

wonder how often the Russian office is mentioned, as it does not seem to be a 

priority to inform the employees. Managers then took turns to describe the 

progress in their respective departments at these meetings. Unplanned topics were 

also brought up. In the second meeting that I observed, a manager who had just 

returned from a business trip overseas was asked by the managing director to 

share his experiences with everyone present at the meeting.  

 

I have observed that not all employees attended both meetings. Only 17 and 20 

employees turned up for the two meetings respectively. Employees who were not 

present were away either on business trip or medical leave. Those who were in the 

office but could not attend the meetings were engaged with matters that required 

immediate attention. This also meant that those present had to leave should an 

urgent matter arise in the midst of the meeting, resulting them to miss what was 

discussed in their absence. This happened on six occasions when phones rang 

during the meetings and employees had to leave for their offices to answer their 

calls. I do not consider these interruptions effective communication as employees 

do not participate in the exchange of information as what they are intended for. 

Would their managers or fellow colleagues update them on what they have missed 

after the meetings? I believe that it is important that all participants focus and 

devote their attention to what is said and discussed during these meetings. This 

will then increase the participation and advantages of the oral dialogue where the 

exchange of ideas can then take place (Heide et al., 2005). 
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While the Friday meetings can be considered a form of formal meeting, managers 

have mixed feelings about how it should be described. Some said that it should be 

a formal meeting because they are discussing company business while others 

maintained that it is informal because of the relaxed atmosphere and casual 

setting. During these meetings, all employees were given the opportunity to speak 

up and have a dialogue with the management, but as one manager put it: 

 

“Most employees don’t say much during the Friday meetings. I think 
maybe they are shy. Sometimes, my staff will come to me after the 
meeting instead and discuss what is said.”  

 

This was observed at both meetings where employees remained silent when asked 

if they had any questions or comments. Högström et al. (1999) suggest that if the 

aim is to communicate changes in attitude and behaviour, the dialogue is the most 

appropriate channel. However, I do question if the meeting is still unable to 

stimulate dialogue between employees and management during these meetings, 

what else can be done to get them to open up more? 

 

Managers in Eleiko prefer to approach the person they wish to speak to directly 

than to use other channels. After having visited Eleiko’s office, I learnt that the 

close proximity of the offices allow managers to make these approaches without 

much difficulties. However, I find that by only using direct face-to-face 

communication can be a barrier if they wish to improve their internal 

communication, especially when the business is expanding.  Managers said that 

they would walk over to other managers’ and employees’ offices and have 

informal meetings if and when needed. Moreover, all managers shared the same 

opinion that speaking directly to the person is the most effective way of 

communicating. One manager said: 

 

“It is so easy and convenient to walk over to the other person’s office to 
speak to that person. I can see their facial expressions and feel the 
emotions.  

 

While Strid (1999) and Theaker (2001) argue that the risk for rumours or 

grapevine is more likely to occur with informal meeting, I don’t see that 

happening as the managers have constant contact with employees to minimise the 

risk of false rumours or gossips with the dialogue (Erikson, 1992). Nevertheless, 

this can be further minimised by combining different channels of communication 

(Ibid). 



 

49 

5.3.3 E-MAIL AND INTRANET 

Management and employees in Eleiko use e-mails to communicate with one 

another on a daily basis, even if it’s not a channel that is most used. Every Friday, 

a report detailing the sales figures for the current week is e-mailed to all 

employees. According to Larsson (1997), e-mail is suitable for mass distribution as 

well as individual communication. This form of communication is effective when 

sending useful information to a large number of people. One of the positive traits 

of using the e-mail is that it can save time and there is no risk of not getting hold 

of the receiver. However, the risk of pushing irrelevant information to people may 

result in information overload. Managers in Eleiko felt that e-mail is a useful tool 

when it is used properly. When asked what they felt about e-mails, three managers 

said: 

 

“We should have a policy on how to handle e-mails. People nowadays 
copy e-mails to everyone even when they don’t need to receive it. It takes 
up a lot of time to read through all these e-mails and to see which one is 
relevant to me.” 
 
“E-mails should not be used for urgent matters. I do not sit by my 
computer all the time waiting for mails to come in. In this case, it is then 
better to approach the person directly.” 
 
“E-mail is good when you need to send useful information a person can 
store. But I feel that sometimes it is a bit artificial and people can read the 
e-mail whichever way they want. They might get the wrong message. That 
is why I prefer to talk to a person face-to-face.” 

 

These comments highlight e-mail as a tedious, time consuming and impersonal 

channel and further strengthen the management’s preference for direct 

communication. Larsson states that the e-mail increases the interaction among 

people regardless of class or educational background. Nevertheless, this also has a 

negative effect when the personal contact between these people is minimised. In 

addition, e-mail can be interpreted in any way the receiver wishes to which might 

lead to misunderstandings. Therefore, Högström et al. (1999) suggest that it will 

be useful to combine e-mail, with the personal contact which the managers in 

Eleiko are actively practising.  

 

Due to the size of the company, lack of time and manpower, Eleiko’s Intranet has 

not been updated or redesigned for a while. Currently, employees use it as a 

calendar in the Outlook platform to inform others in the organisation of their 

whereabouts. When asked, most managers said that they do not use the Intranet 
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and one manager did not even know it existed. An employee with computer 

knowledge oversees the Intranet, but is not the official person responsible for it as 

he has other tasks in the organisation that he has to manage.  

 

Strid (1999) states that the Intranet is the best tool for an organisation if it wants 

to achieve effective internal communication. He emphasises the benefits of this 

channel with unlimited possibilities to store information, giving the receiver 

choices of when, where and how to actively take part of the information. 

Feedbacks from the managers showed a general consensus that Eleiko can 

certainly improve on their Intranet but cited time and cost as the main obstacles. 

Managers said: 

 

“The Intranet can be used to store information about our products and 
services. Right now, I have to look for these information everywhere. 
Sometimes, I don’t even know where to start.” 
 
“I know that the Intranet is a fantastic way to communicate with the 
employees. I wish I could use it more actively.” 
 
“When the Intranet starts to work, I will like to see information on fairs, 
exhibitions, education programmes and other general information about 
the company on it. It will be a good place where I can access all these 
information.” 

 

Four managers also suggested that they would like to have the Intranet screen pop 

up when they log on to their computers, in contrast to the Outlook platform they 

are currently using. They believed this will enable them to see the most updated 

information and also remind them to access the Intranet. All managers are 

receptive at the improvement of the Intranet and show much interest in using it to 

obtain information. This is in accordance with Heide’s (2002) view on the pull 

behaviour that is required to achieve the information. Heide states that such 

behaviour improves the interaction between the user, which allows them to 

become part of the communication process. 

 

It is also important that Eleiko conducts a research to gather feedbacks from 

managers and employees on which type of information they require to avoid the 

common problem of information overflow (Heide, 2002). Bark (1997) suggests 

that all employees should also be educated to familiarise with the Intranet system 

in order to achieve the desired results. When organised well, a pull communication 

can offer a wide range of information at multiple levels of detail without 

overwhelming the employees with information (Heide, 2002). In the case of the 



 

51 

Russian office, Erikson (1992) suggests that information on the Intranet should be 

divided into two sections, one for Sweden and one for Russia. This will keep the 

information specific to the employees’ needs and only communicate information 

that are essential for them. 

 

While all managers and most employees have access to their own personal 

computers, it is not the case for warehouse personnel. These employees have 

access to computers through two shared terminals. However, they each do not 

have an individual account set up for them. One manager also mentioned that 

some employees in the warehouse might not even know how to use a computer. 

Heide (2002) sees this lack of access and knowledge as disadvantages for the 

Intranet to optimally serve its function. 

 

Lastly, Högström et al. (1999) stress that making time to access the Intranet is a 

basic requirement. Incidentally, the lack of time is a common remark from the 

managers. I believe more time can be “created” when managers can use the 

Intranet as the central source for information, which can be a time saving 

solution. Efforts are needed in the beginning to structure and organise the 

Intranet to get it functioning. Eleiko can then reap the benefits of this 

communication tool and save both time and money while improving their internal 

communication (Hills, 1997). This is in agreement with the view from Högström 

et al. (1999) that the Intranet can be developed in three phases. It starts as an 

information channel, progresses to a working tool, and finally it can then be used 

to stimulate dialogue that will increase the internal communication within the 

organisation. 
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From the theoretical framework, empirical data and analysis, it is now time to 

conclude this thesis and provide recommendations for Eleiko Sport AB regarding 

their internal communication. The purpose of this study is to conduct a research 

on Eleiko’s internal communication from a managerial perspective. The focus of 

this analysis looked at how the management and organisation are structured in 

Eleiko, how the members of the management team view and perceive internal 

communication, how the internal communication within this small organisation is 

organised, and which communication channels are being used and why. 

 

Eleiko is a small organisation with a centralised structure aimed at making 

decisions from the management with a downward and horizontal communication 

flow. The management team consists of seven managers, including the managing 

director who is the head of the organisation and the person who holds the power 

to make the final decisions. His views on how to conduct internal communication 

have contributed to the informal culture in Eleiko. While he believes that the 

frequent face-to-face direct contact with employees is a good way to communicate 

and gather feedback from them, this is not feasible and recommended when the 

number of employees start to grow. This will not only increase his workload but 

also undermine his role as a managing director. 

 

Managers have the right perceptions about information and communication but 

lack the tools and knowledge to put them in practise. The management should 

also strive to gather formal feedbacks from employees more frequently on what 

the organisation and management can do to improve. Managers felt that the 

management team meetings were too long and unorganised. They requested for 

more frequent meetings with shorter durations to allow them to work more 

productively. With the rapid growth Eleiko is experiencing, it is even more 

important to have formal channels of communication in place and one way is to 

have a person to take over the role of the communicator that the managing 

director is currently undertaking. This professional communicator will be tasked 

to lay the proper foundations for the organisation. The communicator does not 

need to be employed full-time in Eleiko but can be contracted on a retainer basis 

from a consultancy or even by sending an appointed employee for communication 

courses. Managers felt that the expertise of a professional communicator can 

improve the internal communication in Eleiko and make certain communication 

6 RECOMMENDATIONS 
CONCLUSIONS & 
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channels more effective. The communicator’s first task would be to draw up an 

information policy, which every company can benefit regardless of size. Rules and 

guidelines should be developed on how newsletters should be designed, meetings 

conducted, and how e-mails and Intranet should be used. 

 

Managers in Eleiko are doing a good job at maintaining direct communication 

with the employees. Internal communication can be further improved by 

combining the direct communication with other channels. The Friday meetings 

can be improved by ensuring employees participate actively in these sessions. 

Management should make it a rule that all work should be suspended and all 

phone calls directed to the switchboard when these meetings are conducted. A 

printed internal newsletter sent to employees’ homes in Sweden and Russia will 

give employees a better understanding of the organisation and can be used as a 

way to inform and exchange information between those two offices. With 

language as a barrier between the Swedish and Russian offices, Eleiko should 

adopt a business language that can allow both groups of employees to understand 

one another. This may include producing a copy of the newsletter in English.  

 

The Intranet is also a useful tool that Eleiko should take advantage of to save 

time, cut cost and communicate more effectively with all employees, including 

those from the Russian office. This channel should be used as a central source for 

accessing information such as products and services. Eleiko’s office in Sweden can 

continue to interact in Swedish but should strive to have all information, 

communication and forums on the Intranet in English. This also provides good 

groundwork for future expansions to other countries and territories. Every 

employee has the responsibility and a role to play in maintaining and keeping the 

Intranet organised for it to be effective. This will also include educating 

warehouse employees and giving them access to the Intranet. 

 

Communication process is a complex, diverse and multi faceted issue. While no 

organisations can function without any managerial roles, employees are the 

backbone of an organisation. As this study only focused from the managerial 

perspective, it is not enough to provide recommendations on how Eleiko can 

improve their internal communication without analysing the views and opinions 

from the employees. Therefore, I suggest that another study be conducted 

focusing from the employees’ perspectives on what the management and 

organisation can do to improve the internal communication in Eleiko. 
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INTERVIEW GUIDE FOR MANAGERS 

 

RESPONSIBILITIES & INTERNAL COMMUNICATION 

 
1. What is your role and what are your responsibilities in Eleiko? 
2. Do you have employees who report to you? Who do you report to? 
3. To what extent can you make your own decisions? E.g. budget? 
4. Who in or related to Eleiko controls the organisation? In your opinion, 

who has the power to control things, formally or informally, in Eleiko? 
5. How would you define “information” and “communication”? 
6. How would you define effective communication? 
7. How would you define internal publics? If you think of the “internal 

publics” that Eleiko needs to communicate with, which ones are the most 
important and why?  

8. Who is responsible for the internal communication within Eleiko? 
9. Does Eleiko have any policies regarding internal/ external 

communication? Why and why is one not established? 
10. Are there formal/ informal ways of communicating within the 

organisation? Is it effective? What would you do to improve the internal 
communication? 

 
COMMUNICATION PROCESS 

 
11. What channels are being used? E.g. intranet, notice boards, e-mail, 

newsletter? With whom and for what purpose? Which is most effective? 
12. Do you think that your employees receive sufficient information that 

allows them to understand the functions of the company? 
13. Do you select information the employees need to know? What is the 

selection process? Is there a person who assumes the role of a 
gatekeeper? 

14. How do you ensure that information reaches the intended receiver? 
15. How often and when do you communicate with your employees? What 

goes on? What do you discuss? 
16. How do employees interact with management? Is there a chain of 

command? 
17. How do you receive feedback from employees? Any forms of dialogue/ 

forum/ participation in place/ practiced? 
18. How important is it for employees to know Eleiko’s vision, mission and 

values? 
19. How important is internal communication for Eleiko’s vision? 
20. Which type of corporate culture, in terms of internal communication, 

would you say best describes Eleiko? 
 
MEETINGS 

 
21. Does management team have meetings together? 
22. How often do you communicate with other members from the 

management team? What goes on? What do you discuss? 
23. Do you discuss communication during management meetings? 
24. How do you receive information from other departments/ units? 

 
APPENDIX 
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INTRANET 
 

25. Who is responsible for the intranet? 
26. When was the intranet implemented? What was the purpose of the 

intranet? How does it work in relation to other channels? 
27. Was an analysis conducted about the company operation, employee 

communication and working tools requirements before the intranet was 
implemented? 

28. What kind of information was uploaded? 
29. Do you use the intranet? What do you use it for? 
30. How would you improve the intranet? 
31. Is there any information you would like to know that is missing? What is 

lacking? 
 
INTERCULTURAL COMMUNICATION 

 
32. Do you have any contact with the Russian office? 
33. Have you encountered any difficulties in communication with the Russian 

office? 
34. Do you have any knowledge of the Russian culture? 
35. How important is it that Russian office knows about the functions of the 

Swedish office? 
36. Do you think there is a need for your management members to have 

knowledge of the Russian culture? 
 
OTHERS 
 

37. Any tools designed to evaluate effectiveness of the internal/ external 
communication? 

38. Is the Managing Director trained to be a good communicator? 
39. When you think about future and possible changes that may occur in the 

communication function in Eleiko, how do you think those decisions will 
be made, by whom, and why? 

40. What are the new communicative challenges when the company is 
expanding at the current rate? 

41. Based on your understanding of Eleiko’s business needs, in your opinion, 
does Eleiko need a public relations/ communication function within the 
company? 

42. Any plans to develop the communication function in the future? 

 


