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Online videos are a form of dynamic visual 
communication that embrace the amateurish 
and informal communication style that is typi-
cal of videos in social media. In organizations’ 
strategic communication these types of videos 
are used for disseminating management mes-
sage about strategy, strategic issues and news, 
as well as, for culture building in strategic chan-
ge. This thesis explores the use of online videos 
as visual strategic organizational communicati-
on, focusing particularly on what online videos 
are, how they influence strategizing, and what 
are the underlying mechanism that condition 
strategizing with online videos. Building on 
the strategy as practice and sociomateriality 
perspectives, this thesis connects the openness 
paradigm and the technological and cultural 
developments of our time with how people do 
strategy in current day organizations. 
 This thesis comprises of three studies. Paper 
1 outlines a definition of the phenomenon and 
discusses potential theoretical implications of 
the use of visual social media type of commu-
nication for strategizing. Paper 2 provides an 
internal open strategizing perspective on the 
phenomenon of online videos, with an in-depth 
ethnographic study of a large retail organiza-
tion. Paper 3 studies an internal strategy work-
shop video that accidentally leaked outside the
company and follows the external audiences´

gamified interaction with this video on public 
social media. 
 This thesis contributes to strategy as practice 
literature in three ways. First, it defines the 
phenomenon of online videos as visual stra-
tegic organizational communication. Second, 
it demonstrates that the use of online videos 
influences strategizing with their affordances, 
supports open strategizing, and may over 
time enable a dynamic of intimacy to emer-
ge. Third, it discusses why the underlying me-
dia infrastructure conditions strategizing in a 
specific way. Further, this thesis contributes 
to visual management studies by illuminating 
a type of visual communication practice and 
theorizing on how the affordances of visibility 
and visuality interplay with strategizing. Visi-
bility is highly related to transparency and the 
demand and desire for openness in contempo-
rary organization, whereas visuality enables 
us to create an emotional or sensory imprint 
of the message necessary for strategic buy-in 
and commitment. Together both of these build 
transparency, inclusivity, and intimacy for 
more open paradigm management and strate-
gizing. For future research, this study lays the 
ground to further explore the visualization of 
organizations as ways to execute the ideal of 
openness, authenticity, and non-hierarchy in 
organizations.
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1 INTRODUCTION  

In this thesis, I explore online videos as a visual form of strategic organizational 

communication. The term online videos refers to a genre of quickly and unprofessionally 

produced visual messages, with a short shelf-life, typically encountered on sites such as 

YouTube, Instagram, and Snapchat. In the context of strategic organizational communication, 

these types of videos are used as a simple tool for communicating management messages 

about strategy, sharing internal news about strategic progress, and for training and culture 

building in strategic change. Thus, they have also been referred to as “internal videos” or 

“employee generated videos” (BusinessWire, 2012; Ragan, 2013). However, I use the term 

online video in order to draw clear parallels to the style of videos on public social media sites1, 

which significantly influence the visuality and communication style of this genre also when 

used for strategic organizational communication.  

As a phenomenon, online video merges two technological and cultural developments of the 

21st century: (1) the rapid rise of communication devices and technologies that enable us to 

work flexibly and distantly and be connected across time and space, and (2) an increase in 

visuality and visual communication in our culture. Visual digital communication and visuality 

in general reflect the cultural logic of our current era, known as late modernity (Bell and 

Davison, 2013). This era has characteristics of “liquidity”, a flow of constant change and 

movement (Bauman, 2000), which manifests in different ways and to varying degrees across 

societies, industries and contexts. Particularly in the Western and Westernized societies, there 

is an ethos of greater individual responsibility for your own destiny, as traditional roles and 

communities have dissolved or been scattered into smaller lifestyle projects (Sennett, 1998).  

Liquidity has influenced workplaces to experiment with new forms of control shifting from 

bureaucratic control to softer forms that use emotion, language, and stories that employees 

have the freedom to choose to be part of (Gabriel, 2005). Thus, being an organizational 

member can be considered a personal identity project, in which the story of the organization 

and its brand becomes a script that the individual follows (Clegg and Baumeler, 2010). These 

stories enable employees to identify idealized work that matches their personal lifestyle (Land 

and Taylor, 2010; Chertkovskaya, Korczynski and Taylor, 2017). In addition, employees are 

celebrated for creative skills such as communication, collaboration, and innovation (Clegg and 

Baumeler, 2010; Hart Research Associates, 2013) and expected to use these skills to contribute 

to the story of the organization. Visual digital communication tools are more and more being 

                                                        
1 Social media contains other types of videos as well, such as professional presentations like TED Talks 
(Bell, Panayiotou and Sayers, 2019) and e-sports gaming videos. Online videos refer to the vlog-style 
presentation of early webcam and YouTube content providers. However, as strategic communication 
the videos do not always have a recurring presenter.  
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used for this, as logos, pictures, and increasingly also moving images, have come to permeate 

our day-to-day communication. 

The technological and cultural developments of the 21st century have also influenced the way 

people do strategy in organizations (Whittington, Cailluet and Yakis-Douglas, 2011). Strategy 

is a central activity in organizations (Whittington, 2006; Golsorkhi et al., 2015) that is 

practiced through material artefacts and technologies (Kaplan, 2011; Balogun et al., 2014; 

Dameron, Lê and LeBaron, 2015). An “openness paradigm” has allured organizations and 

made them intrigued by the opportunities digital technologies offer for new ways of producing 

value and operating internally (Turco, 2016; Plesner and Husted, 2019). This openness, in 

both society and in organizations, calls for greater transparency and participation, and 

manifests itself in the form of Open Innovation, Open Source, Open Culture and Open Strategy 

(Tkacz, 2012; Turco, 2016; Plesner and Husted, 2019).  

In Open Strategy literature, different social media technologies have taken center stage, as 

researchers try to make sense of the added complexities that openness and the blurring of 

organizational boundaries have brought to strategizing (Plesner and Gulbrandsen, 2015; 

Hautz, Seidl and Whittington, 2017). However, strategy researchers have yet not thoroughly 

engaged with the questions of visuality and visualization in these technologies (cf. Paroutis 

and Knight, 2019) even though visuals are increasingly fulfilling communicational roles in 

organizations (Bell, Warren and Schroeder, 2014). My research answers this call to better 

understand visual strategic communication in organizations. Visual strategic communication 

refers to the organization’s use of images such as graphs, pictures, logos, and videos in 

communication with the purpose to achieve its strategy and fulfil its mission (Göransson and 

Fagerholm, 2018). Visuality in organizations also includes physical objects, such as clothing, 

architecture, and interior design (Bell and Davison, 2013), but for the sake of clarity I focus on 

visuals that have been produced primarily for communicative purposes. I study the 

sociomateriality and affordances (Orlikowski, 2007; Treem and Leonardi, 2013) of online 

videos in order to understand how this visual technology is used as a tool in strategy work 

(Dameron, Lê and LeBaron, 2015). 

While strategy research is slowly realizing the ubiquity of visuals, there has been a growing 

general interest towards the questions of visuality in management research (Bell and Davison, 

2013; Boxenbaum et al., 2018). A field of visual management studies has emerged out of this 

interest with three main rationales. First, visuals have saturated organizations, and should 

therefore be accounted for in data collection and research. Second, visual research and 

research on visuals balance the dominance of language in organizational research and, 

therefore, have the potential to create new knowledge and access insights that cannot be 
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accessed through language alone. Third, visual communication utilizes a different mode than 

verbal communication, which is argued to have a strong effect on our cognition and memory, 

and can make complex messages easier to understand. (Bell and Davison, 2013.) The term 

“visual management studies” has been coined to refer to research that (1) uses visual data (pre-

existing visual artefacts) to study organizational phenomena, (2) captures visual data 

(typically drawings, photographs, video) to analyze organizational phenomena, or (3) focuses 

on the practices of and around visualization and visual artefacts in organizations (Meyer et al., 

2013). My research falls under the third category.  

In strategy research, a limited number of papers have engaged with visual studies. For 

example, Epper and Platts (2009) and Bryson, Ackermann and Eden (2014) have studied the 

use of visualization tools in strategic planning, while others have video recorded strategy 

meetings in order to visually analyze how strategy work is bodily acted together with tools and 

artefacts (cf. Paroutis, Franco and Papadopoulos, 2015; Gylfe et al., 2016). These earlier 

studies have largely focused on static and impersonal images, such as maps and graphs, in 

specific settings like meetings with strategy professionals as participants. My research, in 

contrast, focuses on practices of and around visual communication, specifically online videos, 

that penetrate the organization as a whole, through all levels, and become part of the everyday 

activities of strategizing. Therefore, this thesis offers insights into how the visualization of 

communication practices influences how strategizing is done and how these practices alter 

what it means to lead and be led in contemporary organization. Furthermore, online videos 

are dynamic visuals (LeBaron, Jarzabkowski, Pratt and Fetzer, 2018), closely related to social 

media technology and embedded with expectations for personal interaction. To date, strategy 

literature poorly understands the role of dynamic visual social media communication in 

strategizing as an internal practice, even though the ability of visuality to affect emotions and 

cognition has been well recognized in psychology (cf. the discussion on this in Bell and 

Davison, 2013), and the influence of social media on management practice has been 

acknowledged in management studies (Mcfarland and Ployhart, 2015).  

Social media in organizations refers to different applications that enable two-way 

communication, content creation, sharing and collaboration, and are typically part of an 

intranet system (Huang, Baptista and Galliers, 2013). Our conventions with social media 

technologies originate from our private use. As these technologies found their way to 

organizations, our conventions from the private use entered the work context (Treem, Dailey, 

Pierce and Leonardi, 2015). Social media communication, just as any media, has its specific 

mode of engagement that online videos embrace (Newman, 2008). These videos are distinctly 

different from their “older brother” corporate videos that have high production values 

(meaning high quality lighting, sound, and cameras), a long shelf-life, and target both external 
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and internal audiences (Krohn, 2019). Corporate videos were used in organizations before the 

rapid rise of social media type online videos during the 2010s (Kaltura Inc, 2014). Today, the 

two video genres co-exist for different purposes as corporate videos are more commonly found 

in training, employer branding and stakeholder communication. The mode of engagement of 

online videos is modest and mundane, and embedded with a different logic. Online videos 

demand more authenticity and self-disclosure from the presenters in their communicative 

style as opposed to the rationality and formality that we have come to expect of strategic 

communication.  

To that end, I approach online videos as dynamic visual artefacts that are used for strategy 

practices, in a desire to create openness in the organization in the spirit of the late modern 

society. I have, in particular, focused on the use of online videos for internal strategic 

communication. Thus, I speak of the influence of online videos on strategizing. By this I mean 

that using online videos in strategizing sets in motion a number of effects, which would not be 

set in motion in a similar way with the use of other forms of communication. However, I do 

not mean that there is a cause-and-effect relationship between the two, but apply a 

sociomaterial perspective (Orlikowski, 2007; Plesner and Husted, 2019) on this phenomenon, 

meaning that the new forms of strategy practices are co-created in and between the use of 

online videos and people’s interpretations and reactions to the use of online videos in strategy 

practices. These practices speak of the motivations and assumptions of the video creators, 

which relate to questions of leadership and management influence. The practices produce 

dynamic visual artefacts, the video messages, which circulate, have a life of their own, and can 

be studied as separate entities. Furthermore, these practices involve the viewers and have 

consequences through the viewers’ interpretations, which raises questions of identification 

and new ways of being led or organized. For these reasons, my approach to visual strategic 

communication is both theoretical and empirical, as I perceive online videos to influence the 

structures of meaning that constitute organizational life (Bell and Davison, 2013, p. 180). I 

explore what these influences on the structures of meaning are and how they work with two 

empirical case companies, Tieto and Style.  

Both of my empirical case companies, Tieto and Style, are large, international, decades-old, 

and publicly listed.  Neither of them is native to the late modern era of liquidity and, like many 

other companies similar to them, they both struggle to find a balance between a conventional 

reputation and a bureaucratic organization on the one hand, and a strive for an internal “start-

up culture” and contemporary ways of working, on the other hand.  

My research contributes to organization and management studies by increasing our 

understanding of visual strategizing and of the use of dynamic visuals in strategy practices. I 
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do this in three ways. First, I define what online videos are as strategic organizational 

communication. Second, I explore how online videos influence strategizing and what the 

consequences of this are. Third, I offer an explanation for why online videos have such 

influence on strategizing by theorizing the effects of the infrastructural elements that underlie 

social media technologies. These contributions are developed in three complementary studies 

that comprise my thesis. The studies apply different theoretical lenses, while empirically 

focusing on the phenomenon of online videos. In this introductory essay, I bring the 

perspectives of the three papers together, elucidating the overall contribution of my thesis for 

visual management studies, in general, and strategy-as-practice research in particular. This 

thesis cannot offer a complete answer on the role of dynamic visuals in strategy work but 

explores a particular type of visual communication as part of a larger quest to understand the 

visual mode of strategizing and organizations in a period of time saturated by images.   

1.1 Research Questions  

As outlined above, visual communication has proliferated in recent years, and is said to 

characterize the era in which we live (Bell and Davison, 2013). While there is a growing body 

of literature on the visual mode of organizations (Boxenbaum et al., 2018), and on social media 

technologies in organizations (Leonardi and Vaast, 2017), few studies look at these two 

phenomena together in the context of strategizing. This thesis explores the phenomenon of 

online videos as visual strategic organizational communication, with three complementary 

studies. They share a theoretical interest in the sociomateriality and affordances of social 

media technologies and an empirical interest in the phenomenon of online videos, while 

applying different theoretical lenses and making independent contributions to the respective 

conversations in which they participate. Each study discerns a different aspect of the 

phenomenon and provides insights for the overarching aim of this thesis, which is to explore 

online videos as visual strategic organizational communication. Therefore, while each paper 

contributes to the specific theory-field of the particular study, and has specific research 

questions for that purpose, they provide us with insights into the following research questions 

for the overarching aim of this thesis: 

1. What are online videos as strategic organizational communication?  

2. How does the use of online videos influence strategizing?  

3. How does the infrastructure of social media condition strategizing with online videos? 

The three papers that comprise this thesis cover these questions in the following way. Paper 1 

outlines a definition of the phenomenon, how it can be studied, and discusses potential 

theoretical implications of the use of a visual, social media type of communication for 
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strategizing. This is a conceptual paper with illustrative empirical examples, and functions as 

the basis for the other two studies.  

Building on the theorizing in paper 1, paper 2 provides an open strategizing perspective on the 

phenomenon of online videos, with an in-depth ethnographic study of a large retail 

organization “Style” that started to use online videos in the wake of engaging with open 

strategizing internally. Three years into the change program, we studied how the new strategy 

practices have evolved and allowed the dynamics of transparency, inclusion, and intimacy to 

emerge in the organization. This paper also discusses the consequences of internal open 

strategizing for an organization struggling with a difficult strategic change.  

In paper 3, we turn to the concept of media infrastructure in order to understand the elements 

that condition behavior on social media. While online videos are the starting point, this paper 

analyses social media more broadly focusing on YouTube, Twitter, and Reddit. We theorize 

that the social media infrastructure gamifies interaction, which explains some of the practices 

around and influences of online videos in strategizing already covered in the first two papers. 

Therefore, the third research question draws insights from all three studies. Empirically, paper 

3 studies an internal strategy workshop video that accidentally leaked outside the company.  

1.2 Structure of the thesis 

This introductory essay aims to bring together the insights from the three studies that 

comprise my thesis and discuss its overarching question. I have briefly outlined the 

background of the phenomenon and the research problem and presented the questions the 

three studies tackle. The next chapter presents the theoretical foundation of the phenomenon, 

focusing on sociomateriality, strategizing, visuality, and social media technologies. 

The third chapter discusses the methodological approaches that have guided my research, 

provides an overview of the research process and methods used in each study, and examines 

the ethics of my research. I then summarize the three papers that comprise this thesis in the 

fourth chapter. The summaries aim to provide a concise explanation of how the papers 

contribute to management and organization studies in their respective theory-fields and 

elaborate on how they contribute towards the aim of this thesis.  

Finally, in the fifth chapter, I return to the overarching research question of this thesis and 

discuss how the three studies contribute to our understanding of online video as a visual 

strategizing practice.  

Following this introductory essay, the three research papers that comprise my thesis are 

presented in the appendix. Paper 1 is provided as a so-called personal version of the author’s 
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manuscript, as accepted for publication but prior to final layout and copyediting. Paper 2 and 

paper 3 are provided as unpublished essays. An earlier version of paper 2 has been accepted 

to the 80th Annual Meeting of the Academy of Management and will be published in the 

conference proceedings. An abbreviated version of paper 3 has been accepted for a book 

chapter in Organizational Gamification: Theories and Pratices of Ludified Work in Late 

Modernity. Unpublished work is excluded from the online repository version of this thesis.  
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2 THEORETICAL BACKGROUND 

In this section, I discuss the theories and previous research that have guided my exploration 

of online videos in organizations. The two central theoretical lenses in this thesis have been (1) 

sociomateriality together with the concept of affordances, and (2) strategy-as-practice. I begin 

this section by outlining these two central perspectives. Next, I present an overview of visuality 

and visual communication literature in organization and strategy research. I develop a 

theoretical discussion on how visual communication is used to either illuminate information 

or enhance messages and argue that online videos organize seeing in such a way that directs 

the organization’s attention towards the message by enhancing it, but also expose a controlling 

gaze on the presenter. Finally, I bring forward the context of a social media communication 

culture and the affordances of social media in organizations. The perspective of media as 

infrastructures is also covered in this discussion.  

A challenge in researching online videos has been to understand how to treat them, as visuals 

or as social media, because both aspects about this technology play a role in its use in 

strategizing. In the subsequent sections, I try to demonstrate how visual communication and 

social media communication come together in a sociomaterial entanglement in strategy 

practices and lay the ground for discussing my research questions later in chapter 5.  

2.1 Sociomateriality and affordances 

Research on technology and organizing has been dominated by two opposing views; 

technological determinism and social constructivism (Leonardi and Vaast, 2017). According 

to technological determinism, technological development causes organizational (and societal) 

change in a direct causal line (Kranzberg, 1986). In the opposing view, social constructivism, 

it is generally viewed that “organizational change emerges out of an ongoing stream of social 

action in which people respond to the technology’s constraints and affordances, as well as to 

each other” (Leonardi and Barley, 2010, p. 5). Leonardi and Barley (2010) explain that in the 

social constructivist view, the social context of the organization defines why the same 

technology brings different outcomes in different organizations, and therefore, in order to 

understand the effects a technology has on an organization, researchers must consider the 

specific social context of each organization. While social construction has become the 

dominant view in studies of technology and organizations during the past four decades 

(Leonardi and Barley, 2008), constructivist researchers do acknowledge the material 

properties technology has as a tool, and its ability to impact how work is done and organized 

(Leonardi and Barley, 2010). However, the limitations of both the technological deterministic 

and the social constructivist view have pushed researchers to develop sociomateriality as a 

perspective that considers how the social and the material are intertwined or imbricated in 
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each other (Orlikowski, 2007), and what kind of sociomaterial dynamics this brings to 

organizations and acts of organizing (Treem and Leonardi, 2013). 

Sociomateriality is a perspective that considers how material things matter in organizing 

(Carlile et al., 2013). Materiality may refer to, for example, the tools, spaces, software, and 

objects that are used in organizational practices, such as strategy making and implementing 

(Dameron, Lê and LeBaron, 2015). Digital technology is considered material because it 

consists of material parts, such as hardware, servers and circuit boards, as well as digital 

material, such as code and content (Leonardi, 2010). Also, visuality can be considered to come 

under the materiality umbrella, as visual artefacts have material forces (Beyes, 2017, 2019). 

Therefore, in recent years we have seen sociomaterial studies taking an interest in the 

multimodal, meaning visual, material, textual and verbal, dimensions of organizing (Meyer et 

al., 2013; Boxenbaum et al., 2018; Höllerer, Daudigeos and Jancsary, 2018), adding to the 

complexity of our understanding of organizational phenomena.  

Sociomateriality as a perspective tries to avoid giving the foreground to either the social or 

material/technological in organizational phenomena, and sees them as mutually constitutive 

(Orlikowski, 2007). For this purpose, the theory of affordances has provided a good grounding 

to conceptualize sociomaterial entanglement (Plesner and Husted, 2019). Affordances refer to 

the potential actions and perceptions an object enables to living organisms (human or 

otherwise) in its environment (Gibson, 1977). This potential does not lie within the object or 

the human, but in their interactional relation (Kaufmann and Clément, 2007). For example, a 

material feature of online video is that it broadcasts a moving image. This enables visual 

communication, which connects with our emotional registry faster than textual 

communication. That, again, enables us to feel connected to the person or topic of the video 

after even a brief engagement with the message. Thus, online video affords affinity through its 

material features.  

While people have agency over the use of technology, their potential actions are limited to 

those within the material features of the technology (Leonardi and Barley, 2010). Still people 

have a choice in what potentials to act upon and which to leave untouched. The technology 

provides an affordance when people perceive its materiality to allow certain actions, which 

might be different in different social contexts and always dependent on the goals of the people 

(Leonardi and Vaast, 2017). In technology with social features, such as online video, the 

concept of social affordances also becomes important. Social affordance refers to the behavior 

we come to expect based on another person’s behavior, which enables us to prepare for typical 

outcomes of a situation, such as hostility or friendliness (Kaufmann and Clément, 2007). 

Social media type technologies that by design invite interaction between people (Kavanaugh 
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et al., 2014), thus, have both technological affordances, referring to the type of actions the 

technology enables us, and social affordances, referring to the type of reactions and 

interaction that the content of other users’ messages evoke in us. In relation to online videos, 

social affordances refer to how we interpret the behavior of the presenter on the video, for 

example self-disclosure (cf. Frobenius, 2014). 

In the first two studies that comprise this thesis, sociomateriality helps us understand how the 

technology of online videos is entangled with strategy practices. However, paper 3 uses a 

slightly different vocabulary adopting an infrastructural perspective on media. This 

perspective is concerned with the materiality of medium structures in order to understand 

how these structures condition the process of circulation and the stability of meaning and 

messages (Hoof & Böll, 2019). Therefore, the focus is not on content and behavior in specific 

communication channels, but on the underlying technologies, data protocols, processing, 

transmission, storing, and the linkages between different communication channels and tools 

that precondition communication and interaction in these media infrastructures (Kittler, 

1991). These are structures that typically go unnoticed, under the surface similar to 

infrastructure like plumbing and electricity, therefore people are not actively aware of them 

(Peters, 2015; Beverungen, Beyes and Conrad, 2019).  I use this perspective, to theorize why 

online videos afford certain behavior and dynamics to emerge in strategizing and will return 

to the specifics of social media infrastructure in section 2.4 below.  

There are other perspectives, in addition to sociomateriality, that also consider questions 

relating to the relationships and networks of the social and the material, like new materialism 

(Coole and Frost, 2010) and Actor-Network Theory (Latour, 2005). These post-humanist 

perspectives impose an equal agency to the material objects and social beings and take a strong 

interest in the embedded politics of materialism (Whittle and Mueller, 2010; Beyes, Holt and 

Pias, 2019). While acknowledging the merits of these perspectives, I have wanted to approach 

online videos with a softer agenda, leaning towards social constructivism, because social 

affordances are a central feature of online videos, but emphasizing the role of technology in 

the co-construction of social reality. Thus, I follow Wanda Orlikowski’s (2007) approach to 

sociomateriality, which has been developed in the context of research on information 

technology and organizational practices (Feldman and Orlikowski, 2011). 

Orlikowski (2007) criticizes previous treatment of technology in organization studies, saying 

that the role of technology has either been minimized putting all focus on human interaction 

in organizational practices, or that technology has been treated as stable and predictable 

“dead” technology that humans interact with (Plesner and Husted, 2019, p. 67). However, 

Orlikowski states that her own experiences with technology in organizations did not support 
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either of these views, which led to considering organizational practices as sociomaterially, 

rather than only socially, co-constructed (Feldman and Orlikowski, 2011). Consequently, 

sociomateriality has also proven to be a useful analytical tool for understanding technology in 

relation to strategy practices (Dameron, Lê and LeBaron, 2015). Furthermore, online videos 

are not business critical for strategy practices in organizations. Other means of 

communication can easily be used for transmitting the information. Yet, I have witnessed 

online videos set in motion effects that shape organizations through sociomateriality. 

Therefore, applying a perspective that acknowledges the micro-level shaping, enabling, even 

conditioning that technology affords for organizing (Beyes, Holt and Pias, 2019) provided me 

with an appropriate theoretical lens and vocabulary for studying this visual and technological 

strategizing practice. The next section continues on the topic of strategy practices.  

2.2 Strategy as practices 

Strategy-as-practice is a perspective in strategy research that grew from an interest in 

managerial work and a desire to challenge mainstream strategy research, some twenty years 

ago. Collecting predominantly European scholars behind it, the practice stream builds on the 

understanding that strategy is not something that organizations have but something that 

emerges out of what people in organizations do (Whittington, 2006). To date, strategy-as-

practice research has been prominent in shedding light on “the tools and methods of strategy-

making (practices), how strategy work takes place (praxis), and the role and identity of the 

actors involved (practitioners)” (Vaara and Whittington, 2012, p. 1). Thus, as online videos are 

used for strategic organizational communication, the strategy-as-practice perspective has 

enabled me to focus both on what the tool or technology enables for strategizing and on how 

people use it for strategizing. The term strategizing in itself emphasizes the doing in strategy 

and that even the micro-level doing matters in strategy work (Jarzabkowski, Balogun and 

Seidl, 2007).  

As outlined above, one of the areas that research on strategy practices draws attention to is the 

tools that are used for strategizing. This attention on the role of materialism in strategizing 

ties strategy practice research together with sociomaterial studies (Kaplan, 2011; Dameron, Lê 

and LeBaron, 2015; Gulbrandsen, Plesner and Raviola, 2020). The affordances of new media 

technologies, such as social media platforms, have been argued to open up strategizing and to 

create dynamics of transparency and inclusion (Whittington, Cailluet and Yakis-Douglas, 

2011; Hautz, Seidl and Whittington, 2017). This discourse on open strategizing well describes 

the motivation of organization for starting to use online videos: It is a new media technology 

that makes strategic messages more transparent and inclusive by making them available for 

the whole organization regardless of time and space. 
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Technology has a distinct role as an enabler for practices and outcomes in open strategizing 

(Tavakoli, Schlagwein and Schoder, 2017). The type of technologies that are relevant to open 

strategizing enables internal and external stakeholders to voice their opinion, to propose and 

give feedback on strategic issues or new strategic ideas, and to participate in the activities of 

strategizing (Haefliger et al., 2011). These technologies build dynamics of transparency and 

inclusion, which refer to greater access to information and more opportunities to participate 

(Whittington, Cailluet and Yakis-Douglas, 2011; Hautz, Seidl and Whittington, 2017). 

However, the level to which transparency and inclusion are enabled varies across cases and 

contexts (Hautz, Seidl and Whittington, 2017) and depend, for example, on the organizations 

ability to reflexively adapt its structures and practices to support open strategizing (Baptista 

et al., 2017), on the specific needs of a particular phase in the strategy process (Dobusch, 

Dobusch and Müller-Seitz, 2019), or on the organization’s desire for growth or stability (Mack 

and Szulanski, 2017). Therefore, even the same technology may have different dynamics 

depending on how its affordances are taken into use by people (Krohn, Vesa and Tienari, 

2020).  

Visual tools and tools for visualization also contribute to open strategizing. For example, 

information becomes more transparent and inclusive when it is presented in a visual format 

that is easy to understand even for people who are not strategy professionals (Paroutis and 

Knight, 2019). In the next section, I will elaborate more on visuality and the use of visuals in 

strategic communication.  

2.3 Visuality and visual strategic communication in organizations 

To attempt to comprehend how vision and visuality have been approached in organization 

studies in just a few paragraphs is a near impossible task. Our culture is so saturated with 

vision-related words, metaphors and practices that a closer look reveals an erupting volcano2 

(Kavanagh, 2004). A corporate strategy usually has a vision statement, a statement of what 

the organization aspires to be. Logos, buildings or work uniforms are often the first thoughts 

that come to mind when we hear the name of a company. Organizational scholars typically 

look into organizational phenomena in their studies. These are just a few examples of the 

ocularcentrism in the Western world and in our research field (Kavanagh, 2004).  

Visuality has been defined as the social, interpretive part of sight, whereas vision is the 

physiological process connected to our senses (Rose, 2016). Ultimately, they both look to 

bridge the gap between understanding how we see things, on the one hand, and how we make 

                                                        
2 I use this metaphor to give a visual description of a field, which is scattered and flying in every 
possible direction. 
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sense of what we see and of the act of seeing and unseeing it, on the other (Foster, 1988, p. ix). 

Practices of seeing, which are the way in which vision and visuality happen in and shape 

everyday working life (Styhre, 2010), are always dependent on and structured by the cultural 

context in which they occur (Küpers, 2013). Furthermore, the way in which performative 

visual presentations are produced, composed and constructed is determined by visual 

regimes, which are also culturally and contextually dependent (Acevedo and Warren, 2012). 

In other words, how we create visuals for communicative purposes, and how we act when 

seeing or looking at these visuals, depends on the cultural and organizational context in which 

we are situated. Therefore, vision and visuality in organizations are always attached to the 

people in the organization, as well as connected to how new organizational practices, processes 

and effects emerge (Küpers, 2013). 

Visual communication in organizations includes signs, images, logos, graphs, presentations, 

and videos for information sharing, training, and branding, among other things. Visual 

strategic communication refers to the use of visuals in communication that the organization 

uses for fulfilling its mission (Hallahan et al., 2007; Göransson and Fagerholm, 2018). This 

includes communication ranging from internal management communication, to stakeholder 

communication and marketing. Visual strategic communication is still a nascent research 

area, even though visuals and visuality are an integral part of strategic communication, 

increasingly supporting and shaping communication in organizations (Bell, Warren and 

Schroeder, 2014; Paroutis and Knight, 2019). In their review of visual strategic 

communication, Göransson and Fagerholm (2018) conclude that visuality is not only an 

application in strategic communication but a strategic function of it and call for further 

research into visual language, such as the meanings and codes that different visuals hold. They 

approach visual strategic communication from a communication scholar perspective, whereas 

I approach it as a strategizing practice. This mainly refers to internal management 

communication. While training is also a typical internal application area for strategic use of 

online videos, I have focused, in particular, on how visual media is used in communicating 

strategic messages between organizational hierarchies. However, there are many other ways 

in which visuals and visuality are present in strategy.  

Paroutis and Knight (2019) have developed a broad categorisation of the existing literature on 

visuals in strategy by dividing it into studies that have a material focus, a cognitive focus, and 

a multi-modal focus. Studies with a material focus have looked at how people interact with 

visual artefacts in strategizing, such as PowerPoint presentations (Kaplan, 2011) or paper 

documents (Sorsa, Pälli and Mikkola, 2014). Studies with a cognitive focus have looked at how 

the visual properties of artefacts (such as maps or charts) are used in strategizing for producing 

knowledge or a shared understanding of strategy (Paroutis, Franco and Papadopoulos, 2015). 
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Congruently, studies with a multi-modal focus are interested in how shared meaning is co-

created with visual, talk, and textual modes combined, for example through the use of gestures 

and body language in strategy meetings (Gylfe et al., 2016). While each of the three focuses 

acknowledges that strategizing is an ongoing process entwined with objects and artefacts with 

complex meaning-making abilities, and are thus in line with the established understanding in 

the strategy-as-practices field (Balogun et al., 2014), the multi-modal focus is gaining in 

numbers in published work  (Paroutis and Knight, 2019). This study also takes a multi-modal 

approach.  

Within the multi-modal focused visual strategy literature, Knight, Paroutis, and Heracleous 

(2018) offer a comprehensive process model for visual meaning-making by studying the 

visuals used in PowerPoint presentations. They identify different visual mechanisms that are 

used to make the strategy more visible and understandable, which allows participants to 

develop a richer understanding of the strategy as a whole. These mechanisms are depiction, 

juxtaposition, and salience (Knight, Paroutis and Heracleous, 2018). Pictorial depiction of 

strategy and visual juxtapositions that draw linkages between different aspects of strategy (e.g. 

process or data visualizations) are visuals that are used to illuminate information and make it 

more comprehensible and readable (Bloomfield and Vurdubakis, 1997). Salient visuals, on the 

other hand, are used to enhance a message, in a similar way as pictures in annual reports 

enhance the core messages (Warren, 2008). I consider the two main reasons for using visual 

communication to be either to illuminate information or to enhance messages. Whether visual 

communication is used for illuminating information or for enhancing key messages, it 

organizes seeing and determines what is allowed to be seen and what is left unseen.  

Spoelstra (2009) describes the organizing capability of seeing to have two extremes: “black 

blindness” at one end of the spectrum and “white blindness” at the other. “Black blindness” 

refers to a lack of insight into organizational matters due to division of labor and distance in 

the organization. Technologies for data visualization can produce “functional transparency” 

(Bloomfield and Vurdubakis, 1997) for some of these “black blind spots” in organizations, 

illuminating information that would otherwise be difficult to see or describing information 

that would otherwise be difficult to understand. Management may use these tools to direct 

vision at the employees’ activities. Thus, these types of visualization can be considered tools 

for surveillance or for operating a “controlling gaze” in the organization (Foucault, 1973; 

Kavanagh, 2013). In contrast, the other type of blindness, “white blindness”, refers to the 

brightness and brilliance of a charismatic, visionary leader, product or employee that can 

“blind” the organization, just like the light from the sun (Spoelstra, 2009). Salient visuals in, 

for example, visual presentations, can be used to enhance the brilliance of a god-like leader 

(Gabriel, 1997) or a key strategic idea (Knight, Paroutis and Heracleous, 2018), just as visual 
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branding or marketing are used to enhance the brilliance of products or corporations. While 

it can hardly be argued that all salient visuals enlighten messages to the level of white 

blindness, the logic in visual communication is often to shed a glimpse of white light on the 

message, in order to capture the audience’s attention and direct their seeing.  

Online videos are typically salient visuals as strategic information delivered in this medium 

receives extra attention by the mere choice of media. However, online videos apply a specific 

mode of engagement (Newman, 2008) that is different to what we have come to expect from 

“white blinding” visual communication. Online videos open the organization’s controlling gaze 

towards the presenter on the video, who is often a manager or a leader, but do not allow the 

presenter to look back into the organization. Online videos do shed white light on the presenter 

or the message, but in a most mundane or amateurish way, turning the concept of white light 

upside down by making that which is human and flawed the source of awe. The visual regimes 

and practices of seeing, which guide how online videos are composed and used, stem from the 

social media communication culture, and are affected by the limits and affordances of this 

technology. Therefore, the ways in which online videos condition new organizational effects 

are conditioned by the infrastructures of social media.  

2.4 Social media communication 

A core aspect, which makes online video stand out from other types of visual organizational 

communication, is that it mimics the communication style of social media. In contrast, 

videoconferencing, another type of visual digital communication channel often used in 

organizations, mimics a face-to-face meeting, and is associated with the older, more linear 

type of communications technology rather than social media (Mcfarland and Ployhart, 2015). 

Social media software, whether text-based or visual, was first used in our private life for leisure 

purposes, and only later adapted for organizational use (Leonardi and Vaast, 2017). Therefore, 

its diffusion in organizations differs from previous technology adoptions, which were 

developed for and within the work context (Treem et al., 2015; Leonardi and Vaast, 2017). 

Furthermore, this also means that the technological frames, that is the assumptions and 

expectations people have for how to use the software (Orlikowski and Gash, 1994) and what 

the modes of engagement in this media are (Newman, 2008), have also been formed outside 

the work context. Thus, in order to understand how the affordances of the visual social media 

type of communication affect life in organizations, we need to understand the communicative 

and social context from which these technologies stem. The following elaborates on this.  

2.4.1 Social media communication culture 

The Internet has become a playground where anyone can join in, and participate on different 

sites and services (Scholz, 2012). Social media are ever-changing, open, collaborative, and 
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personal spaces where people are able to co-create and organize in networks, which has 

developed into what is known as a “participatory culture” (Jenkins, Ford and Green, 2013). 

Participation means that anyone can be a content creator, but it also refers to actions that add 

to the circulation and lifespan of the content of others, such as ranking, liking, sharing, 

juxtaposing, and critiquing (Jenkins, Ford and Green, 2013). Online, anyone can be an expert, 

as content is validated through sharing it within a network of other participants (John, 2017). 

This has affected the typically controlling position of, for example, corporations in public 

participation, as authority and legitimacy is now judged against new parameters, namely 

openness, authenticity, and non-hierarchy (Leonard, 2013; Plesner and Gulbrandsen, 2015; 

Castelló, Etter and Årup Nielsen, 2016). For this reason, individuals are considered more 

trustworthy in online participation than are corporations. While individuals may be more 

amateurish in their content creation, they are considered more authentic and, thus, have 

greater social capital online than corporations (Kanter and Fine, 2010).  

Authenticity and amateurish content creation also relate to the early days of online video 

sharing. The first stars of the popular online video sharing site YouTube were often young 

people communicating about themselves and their daily life asynchronously to a non-present 

audience, in a video genre known as videoblogging or “vlogging” (Newman, 2008; Frobenius, 

2014; Hall, 2015). In this genre, the connection with the audience is established by appearing 

as your true, honest self (Morris and Anderson, 2015), by addressing the audience directly 

(Frobenius, 2011), and by disclosing personal information and emphasizing your positive 

characteristics (Griffith and Papacharissi, 2010). Even though the visual staging of YouTube 

videos—a person talking and looking straight into the camera—resembles that of a 

newsreader, the speech itself is unrehearsed, showing signs of nervousness including 

unplanned laughter or filler words (Frobenius, 2014), and the production technique is 

amateurish (Griffith and Papacharissi, 2010; Hall, 2015). These characteristics of early 

YouTube videos have influenced what we have come to expect of online video (Newman, 2008; 

Treem et al., 2015), which today remains similar in its communicative style and modes of 

engagement, even though higher quality production techniques and tools have become 

accessible to amateur users, as well.  

Bell and Leonard (2018) studied the implications of online participation for organizational 

storytelling, and found that authenticity, amateurism, and an affinity with a network of 

followers (the audience) are necessary for digital organizational storytelling to be successful. 

As consumers have become more participative and critical, organizations need to appear 

authentic or “genuine” in their communication (Jeanes, 2013). In a sense, there is a desire to 

“humanize” the corporate façade, which shows in corporate communication online, allowing 

companies to use humor, slang and a personal touch in their posts and in direct replies to 
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individuals (Turco, 2016). This dialogical nature of digital communication enables more 

diverse voices, logics and stakeholders to take part (Bell and Leonard, 2018), but also opens it 

up for controversies and disputes. As online discussions are fueled by affective intensification 

(Just, 2019), and tend to be emotionally charged (Etter, Ravasi and Colleoni, 2018), they have 

a darker side filled with ridiculing, incivility and anger (Canter, 2012; Lê and Jarzabkowski, 

2015). Ultimately, it is the audience that judges the authenticity and honesty of a corporate 

performance online (Griffith and Papacharissi, 2010; Bell and Leonard, 2018). However, who 

gets to participate and be heard in these communicative events depends on the infrastructure 

of the online platform (Plesner and Gulbrandsen, 2015). Therefore, the technology is never 

neutral. It mediates and reinforces some social relations, yet hinders others (Kranzberg, 1986; 

Bloomfield, 1995).  

The infrastructure of social media conditions interaction between people with elements of 

gamification. Gamification refers to the practice of using game design elements in non-game 

contexts (Deterding et al., 2011; Vesa and Harviainen, 2019), typically with the aim of making 

structures, organizations, or systems more intrinsically motivating (Huotari and Hamari, 

2017). While there are many different ways in which games are designed, the most basic and 

common use of gamification is the use of points, badges, and leader boards (Hamari, Koivisto 

and Sarsa, 2014; Waltz and Deterding, 2014). In social media, each click, like, share, and edit 

translates to a constant activity of scoring points, generating achievements and comparing 

your social media life with that of others. These properties of the technology are able to engage 

us in online communities (Dynel, 2016) and develop personal brands in our online presence 

(Senft, 2013), which can be paralleled with meaningful stories that enchant us in game worlds 

(Warmelink, Van Elderen and Mayer, forthcoming). In paper 3, we argue that the gamification 

mechanisms that condition human interaction online, pass under the radar as infrastructure, 

when they drive us to behave in a certain way. This may encourage people to be less serious 

and more comfortable in adapting the informal style of online communication, but it may also 

drive people to share offensive content in a chase for views, shares and likes that promote their 

own online presence, or engage in online rage when their meaningful story and online 

community is under attack.  

Many of the characteristics of the online participatory culture outlined here translate directly 

to organizations’ internal use of online video, while the overall adoption of a participatory 

communication culture in enterprise social media remains debatable (Denyer, Parry and 

Flowers, 2011; Parry and Solidoro, 2013). However, when adapted to organizational use, these 

technologies bring new affordances for social interaction. The next section addresses these 

affordances.  
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2.4.2 Affordances of visual social media in organizations 

The context of social media communication brings an ambiance that is different to face-to-

face and linear digital communication in organizations (Mcfarland and Ployhart, 2015). 

Influenced by the communication culture of private social media, these technologies offer a 

less formal channel to reach wide audiences inside the organization (Kaplan and Haenlein, 

2010; Leonardi and Vaast, 2017). Treem and Leonardi (2013) identify four affordances for 

social media use in the organization: visibility, editability, persistence, and association. These 

findings are based on text-based social networking software, typically used for 

communication, collaboration, and knowledge sharing in the organization (Leonardi and 

Vaast, 2017). I will briefly describe each of these affordances:  

Social media affords visibility, because it brings the communication event front and center for 

others, even non-participants, to see. It affords persistence, because the communication 

events remain visible even after the event has taken place. However, due to the constant flow 

of new content, communication events in social media tend to fade into the mass quite quickly 

(Vaast and Kaganer, 2013; Tienari and Ahonen, 2016). Persistence and visibility also relate to 

the temporal aspect of social media communication. Mcfarland and Ployhart (2015) explain 

that the ambient stimuli of social media support both asynchronous and synchronous 

communication. Asynchronicity relates also to the editability affordance, which allows the 

content creator to spend time crafting the message. Finally, the association affordance refers 

to the networks of connections, or friends, or followers that make the users’ social networks 

visible. (Leonardi and Vaast, 2017) The importance of these affordances differs, depending on 

the type of organizational social media. For online video, visibility, persistence and editability 

are the most relevant. In addition, visuality is an important communicative affordance in 

online videos.  

It might be difficult to distinguish between the affordances of visibility and visuality. I use the 

term visibility to refer to sight, while visuality refers to the use of visual elements to convey a 

certain message. While mediated communication in organizations is often consumed via sight 

(such as reading an email), that does not make the communication visual. Adding visuality to 

communication changes its communicative capability distinctively. For example, visual 

communication differs from verbal communication in its capability to communicate emotions 

and moods or atmospheres immediately, in addition to communicating rational cognitive 

messages (Bell and Davison, 2013; Boxenbaum et al., 2018, p. 598). Visuality enables us to 

express values and emotions in a latent fashion (Meyer et al., 2013), for example by sending 

subtle messages via the background or location of the video (Liu et al., 2014), which “set the 

mood” or express an atmosphere through the video 
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2015). Visual communication also tends to be interpreted as a factual or authentic 

presentation, even though it is a deliberate performance (Meyer et al., 2013; Senft and Baym, 

2015). The visuality aspect, thus, feeds directly into the demand for authenticity associated 

with social media communication (Hall, 2016). An authenticity-performance together with an 

amateurish production style, typical to online video, afford people in hierarchical positions in 

organizations to bridge the gap to the rest of the organization, and put on a performance of 

openness and “peer-ness” (Turco, 2016; Krohn, 2019). Thus, the affordance of visuality may 

support employee rapport with the leader (Mcfarland and Ployhart, 2015), and the formation 

of communities of affinity (Bell and Leonard, 2018) in the organization. However, the 

affordance of visibility increases transparency but it may also increase opacity in some areas 

as leaders exposed to the controlling gaze struggle to keep their managerial distance (Turco, 

2016). Ultimately, the outcomes and consequences of visual social media affordance in 

organizations are complex and emergent.  

2.5 Summary of theoretical background  

The theoretical background outlined in this chapter has guided the three papers that comprise 

my thesis. Although this overview has been limited in scope, my focus has been to provide a 

sufficient synthesis of the underlying theories in order to understand online videos as a visual 

strategizing practice.  

My two main theoretical lenses have been sociomateriality and strategy-as-practice. The 

practice perspective on strategizing has allowed me to focus on what people in organizations 

do, how they do it, and what tools do they use to do it, when they are using online videos to 

communicate or consume strategic information (Vaara and Whittington, 2012). Online videos 

are a form of dynamic visual media with interaction embedded in it. Understanding visuals in 

strategizing is still a nascent research area (Paroutis and Knight, 2019), and to my knowledge, 

few studies thus far cover dynamic visuals in internal strategizing. Yet, organizations are keen 

to adopt these types of technologies in use as they hold great promises for improving 

strategizing by providing better buy-in from the organization through more open 

communication (Tavakoli, Schlagwein and Schoder, 2017). Therefore, studying visual 

strategic organizational communication provides new insights for both academics and 

practitioners. For this, I provide a framework on visual communication in organizations. 

I categorize visual organizational communication into visualizations that illuminate 

information, which would otherwise be difficult to grasp, and those that enhance messages. I 

argue that these two categories of visual communication are underscored by how seeing is 

organized and directed in organizations: Communication is visualized when we either need to 

illuminate something that is in the shadows of “black blindness”, or want to bring it closer to 
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an awesome “white blindness” (Spoelstra, 2009). Both of these logics are present in online 

video, but neither are used in the way to which we have become accustomed. Thus, online 

videos afford new ways for the dynamics of transparency and inclusion to emerge in open 

strategy practices. This is due to the modes of engagement that are associated with online 

videos that have their origin in the social media culture (Newman, 2008).  

Studying online videos through their sociomateriality, meaning their technological and social 

entanglement, and their affordances, meaning the actions enabled by the technology, has 

shown that one of the main reasons online videos stand out from other types of visual strategy 

practices is their origin in social media and the online participatory culture. It should be noted 

that the term online video here refers to quickly produced internal messages with a short shelf-

life, therefore the message tends to lose relevance within a few days of publication. The more 

thoughtfully planned and produced videos with a longer shelf-life, such as employer branding 

videos or internal training videos, are categorized as corporate videos and follow the logic of 

enhancing a message. Online videos, on the other hands, illuminate managerial activities and 

personalities and turn the controlling gaze on them, while at the same time allowing managers 

to bathe in white light, if they only embrace the human and authentic communication style 

associated with online videos. This produces a seemingly contradictory presence in the 

organization.  

To this end, online videos influence strategizing through the technological affordances of 

editability, visibility, persistence, and visuality, and through the social affordances of 

authenticity, amateurishness, and affinity-creation from the participatory online 

communication culture. This less formal type of mediated communication allows 

organizations to appear more open, non-hierarchical, and authentic and thus respond to larger 

cultural changes in our society. However, as strategic communication, the focus should still be 

on achieving the strategy and fulfilling the organization’s mission. Thus, I aim to explore the 

outcomes and consequences of these visual strategy practices and to understand the reason 

why this form of media affects us in such ways. The next section elaborates on the 

methodological decisions and processes I have followed in studying this phenomenon.      
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3 METHODOLOGY 

The three studies that comprise this thesis are based on different empirical materials. 

Therefore, in the subsequent sections, I elaborate on the methodologies and research 

processes applied in this thesis. I begin with general reflections on the methodologies and 

move on to describe the research process and methods associated more specifically with each 

study.  

3.1 A reflexive note on my methodological considerations 

Initially, I was drawn to studying online video because, as a practitioner, I had felt there was 

something more to the phenomenon than met the eye or could simply be derived from the 

features of the technology. I wanted to understand what it was that I could only describe as a 

feeling that the videos communicated, and how people in organizations responded to this 

feeling. This starting point called for an interpretivist approach (Eriksson and Kovalainen, 

2008), which has been argued for also by others interested in social media in organizations. 

For example, Mcfarland and Ployhart state that “the study of relationships and 

communication in social media contexts will benefit from focusing first on the discrete 

ambient stimuli, to understand how people make sense of constructs and phenomena in this 

new environment…. The discrete ambient stimuli in social media contexts are expected to be 

direct proximal influences on the manner in which individuals or collectives interact and 

communicate.” (Mcfarland and Ployhart, 2015, p. 1661). This means “the feeling” of online 

videos would have a direct influence on the people and their social interactions in their 

respective organizations. Qualitative research has been argued to provide the necessary in-

depth tools to explore this nascent research context.  

According to Burrell and Morgan (1979), an interpretive approach is concerned with people’s 

subjective experiences, which create a network of shared meanings with other people, on 

which the social world is built. However, the sociomaterial lens and the concept of affordances, 

which have guided my research, do not accept a purely social constructivist view of reality but 

consider also the material and technological properties that technology contains (Leonardi 

and Vaast, 2017). Therefore, the ontological nature of the concept of affordances has been 

subject to debate (Parchoma, 2014). My interest in the intersubjective shared meaning that 

online videos create in organizations has directed me to choose research methods such as 

ethnography (Hammersley and Atkinson, 2007), which allow me to generate an empathic, in-

depth understanding of the perceptions of my research subjects, mixed with my own 

interpretation of the social context. While my focus has been on the interpretations of the 

participants, I consider the technology—online videos—to be tangible visual artefacts. 

Tangible because they consist of data files, and visual because their consumption is primarily 
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(audio-) visual. This is why the sociomaterial lens (Orlikowski, 2007) has been an appropriate 

theoretical tool for my research. It acknowledges the tangible materiality of technology 

without considering it fixed and understands the organizational reality as a co-creation of 

communication, social interpretations, and technological capabilities (Ashcraft, Kuhn and 

Cooren, 2009). However, the typical pitfalls of the sociomaterial perspective have been to 

either foreground and give preference to the social aspects on the one hand, or to treat 

technology as fixed on the other hand (Orlikowski, 2007; Plesner and Husted, 2019). In this 

thesis, I try to avoid these pitfalls by covering both the social practices of strategizing related 

to online videos and the media infrastructure and technological features of online videos.  

On a final note, during my research, I have been intrigued and inspired by critical theory and 

critical management studies (CMS) (Alvesson and Willmott, 1992). Criticality within 

management studies draws on several approaches, which may also be under critique from each 

other (Grey and Willmott, 2005; Parker and Thomas, 2011). While these approaches and 

philosophical backgrounds vary, they do share common ground (Fournier and Grey, 2000) in 

trying to “de-naturalize” matters that have become taken for granted or naturalized in the 

organizational setting (or in society at large). Also, they try to apply an “anti-performativity” 

perspective to organizational actions, challenging the notion that all actions are taken to 

maximize output (Grey and Willmott, 2005, p. 6). Third, they apply reflexivity in research, 

meaning they acknowledge the influence of the researcher on the research setting, and for the 

production of research accounts, rejecting the objectivity and neutrality claims of positivist 

management studies (Fournier and Grey, 2000; Grey and Willmott, 2005). Of the three 

studies in this thesis, paper 3 “Accidentally viral” is the only one that clearly contributes to a 

critical conversation, while papers 1 and 2 flirt with critical theory either theoretically (paper 

1 with the concept of spectacle) or methodologically (paper 2 with ethnography). However, my 

theoretical approaches in papers 1 and 2 are associated more with managerial focuses, namely 

strategy. Nonetheless, throughout my data collection and research, I have tried to keep my 

eyes and ears open for silences, alternative interpretations, and dominance, and in this way 

maintain reflexivity over my research subject and approach (Alvesson and Sköldberg, 2000). 

Thus, I have strived to stay alert to critical aspects while engaging in more mainstream 

conversations.  

In the following sections, I elaborate in greater depth on the specific methodologies I have 

employed in my research. These are ethnography and visual research methods. I will also 

provide an overview on the iterative data analysis processes that have guided my research 

before providing the specific details of the research processes for each study. I end this chapter 

with a discussion on the ethics of my research.  
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3.2 Ethnography 

Ethnography, in management and organization studies, is a form of qualitative research that 

involves conducting in-depth observational fieldwork in one or several case companies or field 

contexts (Hammersley and Atkinson, 2007). The roots of ethnography lie in anthropology and 

cultural studies; hence, ethnography is concerned with learning about how people interact 

with each other to make sense of their culture (Eriksson and Kovalainen, 2008). Since I set 

out to understand how the use of online videos influences practices of strategizing, 

ethnography seemed to offer tools to gain a holistic view of the organization. This allowed me 

to familiarize myself with things other than online videos that also matter in the organization’s 

social context and see the role of online videos within the organization as a whole. I argue that 

a holistic approach to the research context adds trustworthiness to my research results and 

my answer to the overarching question.  

During the data collection process, I made sure to follow certain principles of ethnography. 

First, I strived to gain an emic insider perspective on the social reality of the organization, 

while acknowledging that my role in the case organization was always that of an outsider 

(Hammersley and Atkinson, 2007). In practice, I entered the fieldwork for paper 2 in the role 

of an intern and underwent the on-boarding process for new employees, giving me a personal 

experience of being an employee in the organization. Having a dual role as both intern and 

researcher allowed me to balance an internal and external perspective. I used this experience 

as a strategy in interviews, where I would reflect my personal employee experiences and ask 

the interviewee to explain to me (as a new employee) what they thought happened in those 

situations. This also helped me quickly gain rapport with the employees even when I was at a 

new research site. Bell (1999) argues that the gender of the researcher can affect access to 

certain social situations and the negotiation of a social contract with members of the 

organization. Since the retail business is female dominated, I did not experience my gender as 

hindering access. In fact, I might have benefitted from being a “personable young woman” in 

this specific field (Dingwall, 1980; Bell, 1999). 

Applying a second principle, I entered the field with an open agenda (Baszanger and Nicolas, 

2004). The first fieldwork period was dedicated to learning to understand the organization 

without a specific agenda. While an agenda was set for the second fieldwork period, I still 

remained open and observant to new matters that appeared in the field. In this way, my 

research agenda was strongly guided by the themes that emerged from the field. The 

respondents’ personal experiences of the change process and internal communication, 

including online videos and other new channels, were two recurring themes I followed during 

both fieldwork periods. 
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Third, since ethnography is based on in situ participant observations (Baszanger and Nicolas, 

2004) of the field, oral accounts and language use play an important part in the research 

process (Hammersley and Atkinson, 2007). In addition to living the daily life of the 

organization, I conducted several recorded and unrecorded interviews. Ethnographic 

interviews take the form of discussions between the researcher and members of the 

organization that occur during participant observations (Allen, 2017). Ethnographic 

interviews were my primary data collection route while working on the sales floor with sales 

personnel. In more formal and recorded interview situations, I applied a critical and 

compassionate interview technique (Ekman, 2014). I demonstrated solidarity with the 

respondent, asked about a given subject until certain I had understood the respondent’s 

perspective, and at the same time remained alert and attentive to structural patterns of 

oppression, dominance, injustice or similar concerns of critical studies.  

Finally, ethnography is ultimately a craft of writing that takes place outside the field and 

behind the desk (Clifford and Marcus, 1986). To ensure space for writing and reflection, my 

fieldwork was conducted in two separate periods, and I was able to combine time in the field 

with days off at my university office, sharing my field notes and debriefing with my 

supervisors. These breaks allowed me to think and re-calibrate my research strategy, adding 

to the quality of the empirical materials and, ultimately, to the quality of the research results. 

However, it should be noted that as I have been the main tool for the data collection, having 

filtered the field notes through my own perception and decided what questions to ask in 

interview situations, these data ultimately depict the story I experienced, rather than a factual 

representation of the case company (Vesa, Krohn and den Hond, 2020). 

While new ethnographic research methods have found innovative ways to advance our 

understanding of organizational phenomena (Vesa and Vaara, 2014), organizational 

ethnography has yet to be qualified as proper ethnography, because it seldom involves the 

researcher living 24/7 on the research site (Luker, 2010). Instead, in the organizational 

context, it might be more appropriate to talk in terms of a case study involving participant 

observations (Eriksson and Kovalainen, 2008). However, as I followed the abovementioned 

principles of ethnography in my fieldwork for paper 2, I consider my research to be 

organizational ethnography. In section 3.5.2, I elaborate the research process of paper 2 in 

greater detail. In the next section, I discuss visual research methods and how the visuals in my 

data, that is the actual videos, have been used.  

3.3 Visual research methods 

Visual research refers to the generation and use of visuals, such as images and video, in 

research, as well as to the study of visual culture more broadly (Meyer et al., 2013; Rose, 2016). 
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Pre-existing visual material can be collected and analyzed, for example for a semiotic analysis, 

or images generated during data collection can be used for elicitation in interview situations 

(Davison, Mclean and Warren, 2012). In recent years, interest in the use of video has increased 

significantly in social sciences (LeBaron et al., 2018). To date, video methods have been used 

mainly in management and organization studies to document face-to-face interaction for later 

analysis (Christianson, 2018). Video is still considered a factual representation of reality, a 

sort of “fly on the wall” perspective and while photography has long been acknowledged to 

represent images through composition (Sonntag, 2005; Berger, 2008), similar considerations 

are typically absent in video documented data (LeBaron et al., 2018). However, the type of 

visual material I have collected in my research is made by someone other than myself, so I 

have found visual methods developed for the analysis of static images more applicable than 

those developed especially for video analysis (e.g. Gylfe et al., 2016).  

I have studied video content in papers 2 and 3. However, in both empirical studies, textual 

data rather than visual video content were the primary sources for my analysis. Therefore, the 

method I used for visual analysis resembles that for textual analysis. Known as visual content 

analysis (Rose, 2016), and as textual content analysis, it involves an exhaustive, exclusive, and 

enlightening coding of a large number of images. Here, the large set of images refers to both 

individual frames and sequences within the video (paper 3), and to considering the video as a 

whole (paper 2). In paper 2, the codes I identified in the videos were merged and analyzed 

with the textual data. In paper 3, a video content analysis was used to verify and make sense 

of the strategic messages in the video. This type of analysis could be termed semiotic analysis, 

because I was concerned with what the images meant to the video producers (Rose, 2016). 

However, the process of analysis and coding the images resembled content analysis rather 

than semiotics. 

3.4 Data analysis  

The data analysis methods used in papers 2 and 3 followed abductive iterative processes. In 

contrast to deducing hypotheses from theory, which are then tested against empirical data, or 

inducing theory from a purposeful and systematic analysis of empirical data (Eriksson and 

Kovalainen, 2008), my data analysis processes have been iterative, progressing in “waves” 

back and forth between theory and empirical material. While, the data analysis processes are 

specific for each paper, the general path I have taken has started with open coding, allowing 

the themes to emerge from the data (Saldaña, 2013), then I have applied a systematic 

organizing of data using a process model framework in paper 2 (Bernard and Ryan, 2010)  and 

by doing a processual reading of the case in paper 3 (Berends and Deken, 2019). Following 

this, I have applied a theoretical perspective on the analysis by either focusing on the dynamics 



 

 

26 

of open strategizing or the infrastructural elements of media. This has allowed me to refine the 

abstracted categories and integrated them into the theory. I have thus attempted to capture, 

and be open to, the complexities of social phenomena, more so than what is allowed in 

methodologies with a deductive approach (Glaser and Strauss, 1967). Simultaneously, I have 

tried to maintain systematism and verifiability that might be more difficult to trace in more 

descriptive or narrative interpretations of data used in qualitative research (Eriksson and 

Kovalainen, 2008). The gradual and iterative abstraction that describes my data analysis 

process, is a widely used strategy for data analysis that adds to the rigor and trustworthiness 

of qualitative research (Gioia, Corley and Hamilton, 2013). I will elaborate on the specific 

process in both empirical papers in the next section.  

3.5 Research methods and processes of the individual studies 

3.5.1 Paper 1 

Paper 1 “Strategizing with organizational videoblogs” started out as a literature review. Using 

the key words vlog, vlogging, videoblogging, and videoblog, I searched for published research 

papers and conference proceedings within the fields of management, marketing, information 

systems science, and sociology, using the EBSCO database. The search was performed in 

September 2016, yielding 53 results, of which 32 were different conference papers by the same 

research group studying automatic recognition of facial expressions in vlogs, and thus 

irrelevant to my research interest. I searched for the full paper versions of the remaining 21 

results, and carefully read the papers looking for sections focused on the vlogger-follower 

relationship. Eventually, I had 12 papers relevant to my research interest. However, the body 

of literature was too narrow to follow my initial idea of exploring how parts of Antonakis and 

Atwater’s (2002, p. 675) leader distance model manifest in the vlogger-follower relationship. 

Instead, the 12 articles became the foundation for defining organizational videoblogging and 

its characteristics, and paper 1 became a conceptual piece, presenting and discussing the 

potential ways videoblogging can have an effect on sensemaking, self-branding, and spectacle-

like infotainment in organizations, and on our theorizing thereof. The published version of the 

paper came to include also illustrative empirical examples from the at the time ongoing data 

collection for paper 2.  

3.5.2 Paper 2 

Paper 2 “Intimacy as a consequence of open strategizing” represents the main data collection 

of my PhD studies, a 12-month multisite ethnographic data collection in a single case company 

referred to here as Style (a pseudonym). I had previously heard Style make a presentation on 

their use of video in communicating change at a business seminar and contacted them to 

request access to some of the presentation material. A mutual interest in the employee 
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experience of new media in organizations led to a research collaboration some 6 months later. 

Style met my criteria of a large organization (1000+ employees), preferably with multiple 

locations, that I had set for my case company. In addition, Style had actively adopted videos 

as part of its new strategy some years earlier, and the organization had already matured 

regarding how the videos were used. Furthermore, Style and its strategic change program were 

well known at a national level, making it an exciting research object in many ways.  

Style is a retail chain operating in North European countries. It has struggled hard with the 

“retail apocalypse” disruption in the industry (Peterson, 2018), where traditional retail 

companies have been faced with fast-paced change and even bankruptcy due to falling 

revenues and competition in e-commerce. Style had worked through store closings and several 

rounds of layoffs since their economic downturn, followed by a demanding modernization and 

strategic change program. My research project with Style started in February 2018, when I 

was placed as an intern-researcher at the HR and communications department. I worked at 

Style four days a week, focusing on the overall employee experience and specifically on the 

employee on-boarding program, which required exploring multiple departments and job 

positions within the company in order to get the lived experience of the employees. I sat in 

different locations, met with people at different hierarchical levels, and attended the induction 

program for new employees. I also worked in the shops, on the sales floor, during regular days 

and busy campaign days. Everywhere, I explained my double role as an intern and researcher, 

and people I met were aware they might be mentioned in my field notes. In order to add 

transparency, I blogged (in text and pictures) each week on Style’s intranet about my 

observations and experiences that week. The blog’s theme was “employee experience from the 

point of view of a new employee”. My first period in the field lasted 12 weeks and provided me 

with a profound understanding of Style’s internal workplace culture, and some ideas of the 

underlying issues. I visited 4 sites, conducted 40 semi-structured interviews, and spent 7 days 

working on the sales floor.  

I returned to Style in October 2018 for another 4-month fieldwork period, this time with a 

more precise data collection strategy. I wanted to visit more sales sites, also outside Finland, 

and conduct interviews more systematically at all hierarchical levels. I returned to my intern-

researcher role and continued to support the HR and communications department, 

performing miscellaneous tasks mainly related to employee training. This time I spent 2-3 

days a week on fieldwork. I visited seven sales locations, of which two were outside of Finland, 

and conducted 45 semi-structured interviews including five with members of the top 

management team. I also finished recording and transcribing the company’s complete internal 

video library from the 3 years they had been using online video internally. After excluding TV 

commercials, and pure training videos with no strategy-related messages, I had collected 
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transcripts of 118 internal videos, noting both what has been said and seen on the videos. The 

complete set of empirical material collected at Style is summarized in Table 1 below. 

Table 1 Empirical materials, Paper 2 

Close contact and research collaboration over a 12-month period, 
during which two separate “internships” were conducted. 

PARTICIPANT OBSERVATIONS IN THE FIELD 

Internships 
02/2018 -
05/2018 
     and 
10/2018 - 
02/2019 

Field days (physically at the case 
company premises.) 
Daily virtual contact through intranet 
and email during the field work 
periods 
 

85 

Sites visited 9 

Countries visited 3 

INTERVIEWS 

Conducted 
in Swedish, 
Finnish or 
English. 
Duration 
from 20-90 
minutes  

Recorded interviews 50 
Unrecorded interviews 40 
Number of people interviewed* 
 75 

        Top Managers 5 
        Middle Managers 
                of which from sales 
                of which from support 

29 
15 
14 

        Employees 
                of which from sales 
                of which from support 

41 
31 
10 

DOCUMENTS 

  

PowerPoint presentation from 
company-wide info meetings 6 

PowerPoint presentations from 
internal training sessions 4 

Employee satisfaction survey results 2 
Intranet news 12 
e-mails 10 

paper documents, books and leaflets 7 
Internal videos (transcribed)  
               of which also as video files 

118 
7 

Other documents  2 

*a number of people were interviewed multiple times 

The analysis of the material for paper 2 followed an iterative data analysis process. I began by 

open coding all different types of empirical materials (interviews, field notes, video 

transcripts) thematically into themes that had emerged during the data collection or that I 
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picked up from reading the material. These included themes such as “change”, “old Style”, 

“New Style”, “leadership”, “closeness” and “distance”, to name a few. During my data 

collection, I had already noticed a grand narrative in which the organization was transforming 

from a hierarchical and bureaucratic organization into a more lean and collaborative 

organization. I framed this grand narrative as an internal “opening up”, which was supported 

also by the formal strategy text and goals in the “people and working culture” pillar and in the 

new strategic values of the company.  

Because I was interested in how Style uses new media to achieve this transformation, I applied 

process coding (Corbin and Strauss, 2008) on the material, which means specifically looking 

for actions in the empiria. This allowed me to identify a number of new practices and tools that 

Style had adopted as part of its strategy. Next, I analyzed each practice in order to identify the 

strategic reasons for the company to start adopting the different practices, how these practices 

were experienced by people on different levels of the company, and how the practices related 

to each other in a sociomaterial entanglement. Finally, I applied the vocabulary and concepts 

of open strategizing dynamics on my raw analysis to give it more conceptual clarity and 

coherence. This allowed me to bundle up the practices in larger groups, ultimately leaving me 

with 5 practices related to new media technologies and 4 practices related to non-technological 

ways of acting open strategizing within the organization. The data analysis process involved 

many iterations of going back to literature. Particularly because of the theme of “closeness”, 

which was dominating and descriptive of the whole strategic “opening up”. During these 

iterations with literature, I encountered the definition of intimacy in technologically mediated 

communication, which provided an explanation for what was happening at Style.   

3.5.3 Paper 3 

Paper 3 “Accidentally viral” uses publicly available online material on the viral video “Tieto 

Value for Life”. This includes the video and remakes thereof, comments on different social 

media sites, blog posts, and newspaper articles discussing it. We encountered this video by 

accident when it first started to circulate in our social media feeds.  

When we decided to research this case further, we collected all video copies and remakes, 

comments, blog post, and news articles available. At first, we tried to dig deeper into the video 

itself with visual content and semiotic analysis but soon realized that while we can verify and 

connect key strategic messages from the video with Tieto’s publicly available strategy 

statements and marketing material, we cannot know what really went on without access to the 

video creators. During this time, I had held access discussions with a representative from 

another company (this co-operation never actualized) who knew the Tieto case closely and was 
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certain that the company would never allow access to these people. Thus, our focus turned to 

the publicly available audience reactions.     

First, the textual materials were analyzed following an iterative data analysis process, which 

resulted in us identifying the storylines that different groups of people attached themselves to 

in their comments and reactions to the video. However, this still did not provide us with an 

answer to the so what question, why these storylines were important to understand. Next, we 

turned to the literature on the dark side of social media, which led us to consider how the 

media infrastructure conditioned the organization of participation in the viral event of Tieto 

Value for Life. This led us to construct our empirical material again for a processual reading 

(Berends and Deken, 2019), in order to understand how the interaction around the video 

unfolded during the viral event. We had already early on identified that the video was played 

with in the audience interactions. However, our iterations with literature led us to the 

vocabulary of gamification and the focus on the underlying infrastructural mechanism that 

conditioned the interactions, and eventually to the framing of communicative capitalism that 

also provided the answer to the so what question. Even though this research process in practice 

was nothing but linear, it is presented in a linear manner in the paper in order to help the 

reader follow our reasoning.  

3.6 Research ethics 

The ethical considerations in this dissertation mainly concern confidentiality, anonymity, 

informed consent, personal data protection, sponsorship, and good, responsible research 

practice. These ethical issues relate mainly to papers 2 and 3, since paper 1 is conceptual and 

uses only empirical illustrations.  

Ethical issues were one of the highest priorities when negotiating access with Style, the case 

company in paper 2. For example, my research agreement with Style clearly states that the 

company is not allowed access to any material I collect. However, should Style ask to see it, I 

would be allowed time to completely anonymize and change or delete parts that could identify 

my respondents. Equally, Style was guaranteed anonymity by the use of a pseudonym, and 

disclosure of only limited background information so that the company cannot be identified.  

My collaboration with Style was kept transparent within the organization. Everywhere I went, 

I communicated that I am also a researcher, and explained my relationship with Style to the 

employees. I also blogged about my observations on the intranet so that the employees had 

the chance to read about what I was doing. Everyone I interviewed, both unrecorded and 

recorded, had volunteered or given consent to the interview when asked, with the exception of 

one salesperson, who did not agree to the interview being recorded and seemed very nervous 
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and hesitant to speak during the interview. I cut the interview short after 20 minutes and 

agreed to send my notes for verification before including them in the data set. Since I never 

received a reply to my email, the notes were excluded from the data set and deleted. At the 

beginning of each interview, or when working with new people in the field, I explained the 

purposes of my research, my relationship with Style, and how the data were being used and 

stored. All interview respondents and anybody I mentioned by name in my field notes were 

given a consent form with the explained information in writing. These forms were prepared in 

compliance with the European General Data Protection Regulation (GDPR). I have, thus, 

collected a consent form from everybody whose personal data are mentioned in the data set 

before anonymization, and have followed my university’s protocols in storing the data.  

In contrast, I cannot guarantee anonymity for the commenters quoted in paper 3, since it is 

possible to trace their comments with a simple internet search. The ethical considerations 

regarding publicly available online comments are complex, because they depend on whether 

the data are considered the intellectual property of the commenters, or are an open text source 

(King, 1996; Markham, 2003), and also on an evaluation on how publicly the commenters 

have originally assumed their comments to be available (Reilly, 2014). Therefore, acquiring 

informed consent would be more ethical even for social media data (Townsend and Wallace, 

2016), especially if the commenters have assumed that their comments are expressed in a 

private setting or in case there is a risk of harm to the commenter from the reproduction of the 

comments in research. Therefore, many researchers choose to paraphrase comments instead 

of using direct quotes (Reilly, 2014; Turco, 2016). Here, the data source in paper 3 is treated 

as publicly open text. The participants were not informed that their comments were being 

pulled out as research data, and I have directly quoted some English comments (and directly 

translated Finnish comments into English), which makes them easily searchable. However, 

we decided to omit comments we had access to but were expressed in closed social media 

groups, and only use the public sources, so we can assume the relevant commenters were 

aware of the publicity. Also, there is no harm or risk in the Tieto Value for Life case. By the 

time we started the analysis, the viral phenomenon had already faded and been forgotten. 

Thus, this research was conducted ethically despite the lack of informed consent from the 

commenters.  

With regard to sponsorship, I have been supported by several funding bodies, as well as 

Hanken School of Economics, and Style, the case company. None of the funders, who have 

financially supported my PhD studies, has asked me to accommodate my research plan to their 

interests. Likewise, Hanken School of Economics has given me the freedom to pursue my 

research according to the research plan that I set with my supervisors. Thus, the sponsors that 

have supported me financially have not interfered with the research process. This is also the 
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case in my collaboration with Style. The integrity and independence of my research interest 

was one of the most important issues discussed during the access negotiations and was very 

clear to both parties from the outset. My role as an intern, which allowed me an inside 

perspective on the organization, also allowed me to “pay back” to the organization. My 

internships were unpaid, and my work contribution was a compensation to Style for the access 

I received. Style did not support my data collection financially at any point but did provide me 

with a company computer and email account, which were both beneficial in the data collection. 

In addition, the internal support of the management team members opened doors for me and 

facilitated the data collection. 

Finally, I have to the best of my ability followed a good and responsible research practice 

(TENK, 2012), maintaining accuracy, integrity, and meticulousness in collecting my data and 

presenting my research, and being transparent about my research methods and funding 

sponsors.   
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4 SUMMARY OF PAPERS 

4.1 Paper 1 Strategizing with organizational videoblogs: Sensegiving, Self-
branding or Spectacle?  

This is a conceptual paper that introduces the phenomenon of organizational videoblogging to 

the field of organization and management research. The paper is structured in two parts. In 

the first part, I introduce the phenomenon and define its characteristics in comparison to the 

more traditional type of video in organizations, known as corporate video. The characteristics 

of videoblogs in organizations originate from our way of using video in social media, mainly 

on sites such as YouTube, Instagram, and Snap Chat. Because these characteristics afford 

social behavior, they are also likely to have an effect on the organization. However, this is 

dependent on the specific context of each organization. Therefore, in the first part of the paper, 

I also argue for the use of qualitative methods to understand how the outside environment and 

the organization’s internal context mutually construct the how videoblogging affords 

organizational phenomena. Thus, the first part both defines the phenomenon and discusses 

its methodological implications.   

The second part of the paper discusses three theory avenues that research on videoblogs can 

illuminate: (1) sensegiving, because videoblogs are typically used for managerial 

communication, (2) self-branding, because videoblogs typically evolve around certain 

individuals, and (3) spectacle, which offers a critical perspective on the visualization of 

organizational phenomena. Each theoretical discussion is grounded in the field of strategy 

research, to provide a discussion for other organizational scholars to relate to, and because 

sociomateriality and the affordances of technology have for some time now been a matter of 

interest to strategy-as-practice research. 

In the theoretical discussion, I argue that videoblogging can be an impactful tool to 

disseminate influential messages in the organization. However, as videoblogs typically have 

only one or two main presenters, the individuals can become micro-celebrities within the 

organization. This could of course have consequences for the actual strategic messages, which 

can be re-appropriated by the authentic and, thus, legitimate voices of the videoblog 

presenters that outshine the traditional communication chains of the organization. Ultimately, 

the paper asks whether there is a risk of organizational videoblogs becoming intra-

organizational infotainment-like spectacles, and one of the only ways to capture the attention 

of the busy employee is lost in the buzz of information overload.  

Since the paper has no empirical data, no definite answers are given to the possible scenarios 

addressed in the discussion. The purpose is to offer an introduction to the phenomenon and 

provide examples of potentially interesting avenues for future research and theory 
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development. Thus, this paper contributes to the field of management and organization 

studies by providing definitions and vocabulary to distinguish different video genres within 

organizations; presenting methodological implications for consideration in research design; 

and, providing a theoretical discussion on how the formality and rationality associated with 

strategizing can be challenged by the affordance of the new tools used in organizations. All of 

these contributions relate to the visualization of organizations.  

In this thesis, Paper 1 mainly contributes to research question 1, defining online videos, 

contrasting them with corporate videos, and discussing interesting theoretical advances. The 

terms organizational videoblog and online video can be used interchangeably in this paper. 

Since its publication, I have labelled videoblogging a sub-genre of online videos, to include a 

broader set of videos in the definition of online video, for example employee music videos that 

otherwise meet the criteria but may not have a distinct presenter.  

4.2 Paper 2 Intimacy as a consequence of open strategizing with new media 
technologies 

This paper explores a retail company’s internal adaption of open strategizing. In an attempt to 

respond to a disruption in the external business environment, the company renewed its 

strategy and included an “opening up” agenda in their “people and working culture” strategy 

pillar. As part of this opening up, the company adopted several new practices relating to the 

use of new media. This includes publishing online videos, posting news and feedback on 

discussion forums, blogging about top management meetings, and encouraging the use of 

external or personal social media. In our empirical material, we follow these new media 

practices and identify that they pave the way for new “non-technological” practices that also 

embrace the open strategizing agenda. We call these descendant practices. We analyze the 

affordances of the technologies used in these practices and how the practices are 

sociomaterially entangled with each other, in order to understand how the dynamics of open 

strategizing, specifically transparency and inclusion, evolve over time. Thus, we offer an 

internal perspective on the implementation of open strategizing and illuminate the long-term 

outcomes and consequences of open strategizing. 

Theoretically, this paper builds on studies of sociomateriality in open strategizing and the 

theory of affordances. We outline extant research on how technology matters for open 

strategizing and the dynamics of transparency and inclusion. Further, we discuss the 

affordances of new media and argue that they enable the emergence of intimacy when 

communication is experienced as personal, authentic, transparent, and inclusive. Finally, we 

discuss the concept of intimacy, relating it to the use of new media in the organizational realm. 

We find that the concept of intimacy well describes what is happening with the strategy of 
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“opening up” that the company is practicing. We focus on this concept of intimacy and see how 

it emerges from and develops in the organization’s use of different open strategizing practices.  

The empirical case in this paper is based on a 12-month long ethnography which included two 

more intensive field work periods, during which I worked in the case company and followed 

the everyday life of the organization in nine different locations and three different countries. I 

conducted 90 semi-structured interviews, using an empathetic interview approach, and 

recorded and transcribed 118 internal videos published during a three-year period. The 

analysis of the empirical material focused on identifying new practices, which had been 

adopted since the beginning of the open strategizing. These were categorized into new media 

practices and non-technological practices, and further analyzed in relation to how they related 

to each other and how the dynamics of transparency and inclusion played out in them and 

enabled the emergence of intimacy.  

The analysis showed how intimacy emerges over time in open strategizing practices, 

particularly in the more visual new media practices that afforded inclusion, transparency, 

authenticity and self-disclosure. Other new media and non-technological practices formed 

deep sociomaterial entanglements which also enabled the emergence of intimacy, as long as 

the affordances of the technology were appropriated in a supporting way. Further, we 

identified that the open strategizing enables intimacy to emerge in many different 

relationships, primarily between people in both hierarchical and horizontal directions but also 

towards the brand of the company.  

Based on the empirical case and a literature review, we define intimacy as a mood that is 

created in recurring reciprocal situations when information that used to be hidden or reserved 

for a closed group is shared and becomes important for the sender(s) and receivers through 

mutual trust. Intimacy relates to open strategizing in three ways. Firstly, open strategizing 

reveals formerly private or secretive parts of the organization. Secondly, open strategizing 

builds on the dynamics of inclusion and transparency, which are essential for the feeling of 

intimacy. Thirdly, open strategizing is practiced through new media that can generate a shared 

feeling of significance and trust between people and create opportunities for reciprocal 

recognition. Thus, intimacy may develop as an unforeseen consequence of the sociomaterial 

entanglement of open strategizing.  

This paper contributes to open strategizing literature in two ways. First, we demonstrate how 

intimacy emerges in open strategizing and offer a definition of the dynamic of intimacy in open 

strategizing. Understanding the dynamic of intimacy and being able to distinguish it from the 

dynamics of transparency and inclusion is important because it can have great impact on 
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strategizing. The dynamic of intimacy involves both transparency and inclusion, but, in 

addition, it extends the transparency and inclusion, and adds a feeling of mutually shared 

trust, which creates better buy-in and stronger commitment to the shared strategic goals. 

However, this feeling creates an expectation of reciprocity, which makes it fragile. Intimacy 

creates opportunities to judge and question the other parties’ capabilities if it is not 

maintained, which may have a negative impact on the organization’s ability to operate.  

Our second contribution illuminates how the dynamic of intimacy affects organizing over time 

and what consequences this may have for an organization struggling with disruptive changes 

in the business environment. While open strategizing may bring internal efficiency and 

transparency into operations, the development of intimacy with its expectations of reciprocity 

and trust may not be productive in a situation where difficult decisions need to be made. 

However, intimacy may give individual employees the strength to continue working through 

difficult times. Therefore, our contribution also raises awareness for the complexities of 

contemporary management. 

In the thesis, this paper contributes mainly to research question 2. It shows a large 

organization that has adapted visual strategic organizational communication as part of open 

strategizing in order to break down a previously bureaucratic organization culture and ways 

of working. Open strategizing liberated employees from the old regime and made them feel 

more empowered to execute their ideas at work and in private. For example, since employees 

were allowed and encouraged to speak up on social media as employees of Style, several 

individuals started to post images and video clips from their work, enabling them to tie Style’s 

brand to their personal social media presence, thus allowing intimacy to emerge between 

themselves, their work identity, and Style’s brand.  

However, within the organization, online videos seemed to be a more contested matter. On 

the one hand, top and middle management viewed them as an important tool to demonstrate 

open strategizing, communicating transparently, honestly and authentically to an 

organization facing a difficult time. In the same way that videos from work act as small identity 

projects for employees in their personal social media, top management and some middle 

management seemed to be working their open paradigm management ideals and identities 

into the act of making online videos. On the other hand, employees preferred to wait for their 

supervisor to pass down the strategic messages or news posted in the videos, but also felt that 

the visibility of new video thumbnails (indicating that news have been released) was an 

important way to practice transparency in the organization.  
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From this I conclude that for the employees, the visibility of a new top management video 

message on the front page of the intranet was more important than the visuality of these 

messages. In contrast, for managers performing on a visual message, it meant that they had to 

embrace the mode of engagement of social media and therefore act as an ideal open paradigm 

manager. For employees, it was enough to register from the visible thumbnail and video title 

that “we have been communicated to” without engaging with the content of the video. 

Therefore, the affordance of visibility rather than visuality impacted on everyday management 

communication, whereas the affordance of visuality had more gradual effect on the emergence 

of intimacy. The adaption of online video as a strategy practice enabled the organization to 

demonstrate, as desired, its new, open and collaborative organizational culture, and enabled 

managers to accomplish their own ideal of open paradigm management. 

4.3 Paper 3 Accidentally Viral: Gamified Interaction and the Dark Side of 
Social media 

This paper takes an external perspective on visual strategic organizational communication and 

provides insights for research question 3 in this thesis. We explore a viral event on social media 

and focus on interactions that drive virality. We base this exploration on the notion of 

communicative capitalism (Dean, 2009) and how going viral is an ultimate measure of success 

in a system where the circulation and spreading of content is desired. We argue that the 

circulation and spreading of content online is achieved by the underlying infrastructures of 

social media platforms by gamifying human interaction. These insights also explain why 

online videos have specific expectations for the interaction that takes place in them and 

through them in organizational use. 

In order to build our argument, we review literature on the dark side of social media (e.g. 

Baccarella et al., 2018; Kirkwood, Payne and Mazer, 2019), communicative capitalism and 

media infrastructures. Media infrastructures refer to the underlying technologies, data 

protocols and processing, transmission and storing, and to the linkage between different 

communication channels and tools that form the preconditions for how communication and 

interaction can take place. Furthermore, we discuss gamification, which is the practice of using 

game design elements in non-game contexts and argue that gamification slips under the radar 

as built-in mechanisms in the infrastructures of social media. Thus, the way in which social 

media endorse collaboration, sharing, juxtaposing, critiquing, and other forms of 

participation, is an attempt to keep us hooked in order to commodify human interaction.  

The empirical case we follow is a viral video known as Tieto Value for Life. It was made in a 

team strategy workshop by an internal group at Tieto Corporation (an IT company) and was 

never meant to be viewed outside the company. However, it was leaked and copied outside, 
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and became a short-lived viral phenomenon especially amongst Finnish IT professionals. In a 

way, the empirical story of this paper presents a case of visual organizational communication 

gone astray. The video was intended for a specific internal audience, but as a visual artefact, it 

got away and took on a life of its own on YouTube, interacting with an unintended external 

audience, with unintended consequences for the Tieto brand and for the performers on the 

video.   

We collected and analyzed all publicly available comments, discussions, video remakes, blog 

posts, and newspaper articles about the video. Our analysis identified how the viral event 

unfolded and what infrastructural elements played a role in the virality of the video and the 

unfolding of the event. We concluded that the infrastructural elements gamified human 

interaction by giving points and badges and creating leaderboards. Furthermore, participants 

were able to choose a meaningful story to relate to either as members of the positive ridiculing 

groups, negative mocking groups, or the empathetic groups. The participants’ focus on 

interacting with like-minded participants following the same meaningful story enabled the 

virality to keep going.  

This paper offers three contributions to understanding the dark side of social media. First, we 

show that dark side behavior on social media is driven by the design of its infrastructures. We 

emphasize the importance of studying the design elements of these infrastructures and offer 

insights into how to do this in organization studies. Second, we argue that gamification is a 

central mechanism in contemporary communicative capitalism. While gamified interaction 

creates constant incentives for more interaction, the purpose of these incentives is the 

accumulation of data and value for companies. A consequence of this commodification is that 

people feel violated with regard to their desire for privacy and self-control. For example, the 

people appearing on the video are mocked and ridiculed and ultimately silenced in what to 

them was originally an act of creativity and joy. Third, we explore infrastructures of resistance 

on social media. We discuss how gamification and game design elements can serve 

commodification, and the fact that they can also serve non-exploitative forms of interaction. 

We bring forward some of these nascent forms of emancipatory organizing developing in the 

online world.  

In conclusion, this paper contributes towards the third research question in this thesis by 

illuminating the infrastructures that condition the social media communication culture. The 

music video created by the employees at Tieto follows the style of online videos on YouTube in 

its playfulness, amateurishness, authenticity, and affinity creation. However, affinity is in this 

case directed internally towards a small group of people who were either part of the video or 

know enough of its background. Had the video stayed among this group, it would have served 
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the purpose of its short lifespan as a memory and entertainment for those of the in-group. 

However, because it leaked outside, the video was met with a different set of expectations for 

what is appropriate of corporate communication, resulting in a viral event and mocking of the 

video. In the unfolding of this viral event, the performers of the video became marginalized 

and silenced. This shows that intra-organizational online video requires a specific audience 

and cannot be directly used externally. In addition, the use of social media communication 

within the organization also brings the dark side of this phenomenon into the organizational 

realm.   

4.4 Conclusion of the summary of papers 

The three papers summarized in this chapter together contribute towards the overall aim of 

this thesis—to explore online videos as visual strategic organizational communication and 

their influence on strategizing. Paper 1 provides a definition of the phenomenon and a 

conceptual foundation on which this thesis is built. It also explains why the phenomenon is 

different to previous uses of video in organizations.  

Paper 2 explores an internal organizational perspective on online videos. In the wake of a 

difficult industry disruption, Style turned to open strategizing as a way to modernize and turn 

the company around. This also motivated the use of online videos as a way of demonstrating 

open strategizing internally. However, the new open strategizing practices enabled intimacy 

to emerge in the organization both in new media and in non-technological strategy practice. 

The new dynamic of intimacy resulted in contradictory expectations in an organization 

struggling with external change. This study also highlighted the difference between the 

affordances of visibility and visuality.  

In contrast, paper 3 offers an external perspective on online videos and visual strategic 

organizational communication. As a phenomenon that has entered organizations from the 

outside, organizational online videos do not necessarily translate well back to the external 

domain. While paper 3 helps us understand the infrastructures that condition a participatory 

online culture, it also demonstrates the lack of social capital and, therefore, the lack of 

credibility organizations have when participating in a social media conversation. Previous 

research (e.g. Turco, 2016; Bell and Leonard, 2018) has argued for the need for corporate 

communication to appear human, amateurish, authentic, and affinity-creating in the online 

context. This paper demonstrates how these characteristics also expose corporate 

communication online to the darker sides of the online culture.  

Papers 2 and 3 both focus on large organizations, in which the use of media such as online 

video is a relatively new phenomenon and not “native” to those organizations. Both papers 
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demonstrate the typical communication style of online video, and how the creation and 

consumption of online videos influence strategizing in sociomaterial entanglements. In the 

next section, I return to the research questions of this thesis, discussing them, the 

contribution, conclusions, and implications of this study for future research.  
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5 DISCUSSION 

In this thesis, I explore online videos as visual strategic organizational communication. This 

exploration is motivated by the ubiquity of visuals and visual communication in contemporary 

society, where they reflect the cultural logic of late modernity in Western societies (Bell and 

Davison, 2013), including expectations for openness, authenticity and non-hierarchy 

(Leonard, 2013; Plesner and Gulbrandsen, 2015; Castelló, Etter and Årup Nielsen, 2016). In 

strategy research, visuality has been approached mainly in three ways, by focusing on a visual 

analysis of the role of material objects in strategizing, by focusing on cognitive aspects of how 

shared meaning is created with the help of visuals, and by focusing on how shared meaning is 

created multi-modally with text, talk, visuals and material objects (Paroutis and Knight, 2019). 

However, most of these studies are conducted in the context of strategy meetings with strategy 

professionals and they focus on static visuals, such as graphs or maps. This is unfortunate for 

the development for strategy literature for two reasons. Firstly, dynamic visuals, like online 

videos, are more complex than static visuals and have interaction embedded in them (Gylfe et 

al., 2016). This makes them capable of influencing the social context and the relationships of 

people inside an organization through their affordances (Treem and Leonardi, 2013), also in 

the everyday activities of strategizing amongst non-strategy professionals. This may alter or 

condition the dynamics of strategizing, particularly in relation to managerial influence. 

Secondly, dynamic visual communication technologies relate closely to open strategizing 

(Whittington, Cailluet and Yakis-Douglas, 2011), which is a growing phenomenon in 

organizations and holds great promises for improving the strategy processes (Hautz, Seidl and 

Whittington, 2017). Thus, there is a growing demand for further understanding the artefacts 

and tools used for open strategizing and the dynamics that these artefacts and tools, and the 

related practices enable both from an academic and a practitioner perspective.   

My research invites more discussion on these issues by arguing that online videos are not only 

a form of visual communication, but also a technology that brings with it a different 

communication logic and mode of engagement founded on the social media communication 

culture and our conventions and expectations thereof. Therefore, researching the mechanism 

of social media technology (Mcfarland and Ployhart, 2015), the mode of engagement in social 

media (Newman, 2008), and the underlying infrastructural elements (Beyes, Holt and Pias, 

2019) allow us to understand the effects and consequences of these types of technologies on 

strategizing. Before discussing my conclusions on the overarching aim of this thesis, I review 

and discuss each of the three research questions illuminated in the individual studies.  
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1. What are online videos as visual strategic organizational communication?  

According to extant research, online videos are asynchronous audio-visual monologues with 

an audience (Frobenius, 2014; Hall, 2015). As strategic organizational communication, these 

short messages are intended for an internal audience and are typically used for management 

communication, training, or culture building. The purpose of these messages is to share 

information about strategy or the progress of strategic projects and to enact strategy in 

everyday activities. Online videos may be identified as videoblogs or vlogs, if they involve a 

recurring presenter. Other terms, such as “internal videos” or “employee generated video” 

have also been used (BusinessWire, 2012; Kaltura Inc, 2014). However, with the term online 

videos, I refer to a specific genre of videos in organizations that resemble videos on social 

media.  

In considering online videos as strategic organizational communication, there are three 

aspects that deserve to be highlighted. First, online videos are dynamic visual artefacts 

(LeBaron et al., 2018) that allow organizations to multimodally influence their audiences both 

in and outside the organization. The visual regime of online videos, that is, the visual 

composition people expect of this media, the communicative style, and the mode of 

engagement in this media are derived from the use of online videos in private social media. 

Thus, they differ from previous forms of video used in organizations, both in their simple 

production style and short lifespan, and in their communicative characteristics, which 

question the formality and rationality typically associated with organizational communication. 

This is evident, for example, in strategizing where online videos provide a simple, personal, 

and informal way of spreading strategically important messages to all levels of the 

organization.  

Second, online videos are a technological tool that allows organizations to engage with open 

strategizing (Kaplan, 2011; Tavakoli, Schlagwein and Schoder, 2017). Online videos enable the 

dynamics of inclusion and transparency, central to open strategizing, by making information 

more easily comprehendible and accessible throughout the organization (Paroutis and Knight, 

2019). As technological tools, they also reveal formerly more private settings, such as the 

personalities of managers, to larger crowds enabling new dynamics, such as intimacy, to 

emerge (Miguel, 2018). 

Third, online videos are a cultural production of the late modern society (Bell and Davison, 

2013). Organizations that use online videos internally are able to demonstrate to the 

employees that they respond to the expectations of openness, authenticity and non-hierarchy 

that prevail in this era (Castelló, Etter and Årup Nielsen, 2016; Plesner and Husted, 2019). 
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Furthermore, with online videos, organizations are able to create visual storytelling that 

appeals to emotions (Bell and Leonard, 2018) and can create a sense of progress and 

community for the employees. However, this may only be a façade covering a conventional 

hierarchical bureaucracy, because online videos are not business-critical tools that strongly 

alter the way an organization operates. Instead, their influence is more subtle, enhancing and 

supporting open paradigm management. Nonetheless, as the case company Style 

demonstrates, creating and consuming online videos create a sociomaterial entanglement that 

may lead organizations towards more open paradigm management in other areas as well.  

2. How does the use of online videos influence strategizing?  

Online videos provide strategic organizational communication with social affordances such as 

authenticity, amateurishness and affinity (Bell and Leonard, 2018; Krohn, 2019), and the 

technological affordances of editability, visibility, persistence, and visuality (Treem and 

Leonardi, 2013). These affordances and the mode of engagement associated with online videos 

represent a different logic in comparison to the formality and rationality that traditional forms 

of strategic organizational communication hold, such as intranet news or information 

meetings. In this new logic, managers expose themselves to the controlling gaze of the 

organization (Spoelstra, 2009), and their credibility is judged against how authentic, sincere 

and human they manage to appear with their message and its delivery (Hall, 2015). This 

affords managers to appear more equal to their organizational members, and lowers the 

experienced status hierarchy in the organization, while still reaching even scattered crowds of 

employees working flexible hours in remote locations. Therefore, the creation and 

consumption of online videos as strategy practices supports open strategizing. 

The dynamics of inclusion and transparency are central to open strategizing (Hautz, Seidl and 

Whittington, 2017). The use of online videos enables both of these dynamics by making 

information more easily understandable and accessible regardless of time and space 

(Mcfarland and Ployhart, 2015; Paroutis and Knight, 2019). Furthermore, this information is 

delivered in a manner that feels personal even though it is broadcasted to the whole 

organization (Frobenius, 2014). Therefore, over time online videos may influence the 

emergence of a third dynamic within the organization, namely intimacy. The social 

affordances of authenticity, amateurishness, and affinity, which are expressed through the 

technological affordance of visuality, are central for the emergence of intimacy (Miguel, 2016). 

By intimacy, I refer to a mood or a sense of closeness and familiarity in the organization that 

involves sharing previously hidden or reserved information and establishing a mutually 

shared trust and importance around this information and the act of sharing (Van Manen, 

2010; Miguel, 2018). Intimacy is, thus, a key dynamic in creating a stronger buy-in and 



 

 

44 

commitment to strategy that open strategizing is argued to do. Online videos can, therefore, 

be argued to play an enabling role for open strategizing to realize itself in the internal 

operations of an organization and in creating affinity with important external stakeholders.  

However, online videos do not constitute business-critical technology for strategizing3, and 

the empirical evidence for the reach of online video messages remains low in my data, meaning 

that only approximately 10% of the employees actually watch and engage with this media. 

Despite this, as one of the very first open strategy practices at Style, communicating with 

online videos still impacted how open strategizing evolved. The affordances of online videos 

allowed managers to feel that they were engaging in and demonstrating the new open 

strategizing agenda in practice. Slowly, their experiences with online videos paved the way for 

more open practices to be adopted in other areas as well. Thus, while subtle in their direct 

impact and reach, the affordances of online videos were able to influence strategizing more 

widely. Research on other types of social media technology in organizational use indicates 

similar results (Plesner and Husted, 2019). For example, using Twitter for stakeholder 

communication, a pharmaceutical company needed to adjust their traditional communication 

practices (Castelló, Etter and Årup Nielsen, 2016). Two communicators in this company 

decided to start breaking the institutional communication practices in order to accommodate 

to Twitter’s affordance of speed and informality. Over time, these new communication 

practices became institutionalized and integrated into the communication plans and 

guidelines of the company, influencing their view of stakeholder engagement at large.  

Furthermore, the use of online videos in strategizing create an expectation of a regular flow of 

new information. While strategic decision-making was maintained exclusive to top 

management, the use of online videos made news about top management’s strategy work more 

actively part of the everyday organizational life. Smaller news that might earlier have been 

shared only to middle management, was now available for all. While middle managers still 

passed down that information to their teams in face-to-face encounters, the mere visible sights 

of videos on the intranet allowed people to immediately register that “something is 

happening”. Consequently, communication still moves through the hierarchical structures of 

large organizations like Style, despite the use of new communication technology in 

strategizing. However, when employees are given the freedom to use this media to express 

their own voice, whether within the organizational context or outside in personal social media, 

online videos become outlets for personal identity projects, which create new ways of engaging 

with the company, colleagues, stakeholders, and customers.  

                                                        
3 By business-critical technologies I refer to, for example, Enterprise Resource Planning systems 
(ERP) or Business Intelligence (BI) tools that are essential for business operations. 
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This leads to the first of my conclusions: The affordance of visibility is more impactful than 

the affordance of visuality in using online videos in strategizing. Visuality in these messages is 

used to connect with emotions and create affinity. However, when used as a strategizing 

practice, visuality allows the presenter to feel that they are demonstrating open paradigm 

management, whereas the impact on employees remains significantly low. Instead, the 

visibility of these videos and of the managers on the videos, is central for creating more 

transparency and allowing employees to feel more included. Furthermore, the dynamic of 

intimacy that emerges from the visuality of these videos is able to spread to other strategy 

practices as well, for example to collaboration in shared spaces and the local execution of 

change, thus indirectly influencing strategizing more widely. 

This has consequences for how we understand visuals in strategy and strategizing with visuals. 

Research on the use of visuals in strategy has mainly focused on how visuals are used for 

shared meaning-making in strategy meetings (Paroutis and Knight, 2019). The difference 

between the affordance of visibility and visuality that my research highlights, suggests that 

longitudinal perspectives are valuable in researching visuals in strategy. Our immediate 

reactions to the visibility of visual artefacts might overshadow the more subtle influence of 

visuality in these artefacts. For example, the use of a symbol in visual presentations might 

evolve and take on new meanings during a strategy process. A symbol originally intended as a 

depiction or juxtaposing visual used to illuminate information and connections, might evolve 

into a salient visual used for highlighting or enhancing a key message in strategy and be 

embedded with information on the people behind this key message and their agenda (Knight, 

Paroutis and Heracleous, 2018). Thus, I secondly conclude that as visibility and visuality are 

inseparably part of each other, these tendencies and subtle influences on meaning might go 

unnoticed without a longitudinal perspective, leaving us with a partial understanding of the 

visual language of strategizing. 

Furthermore, my research indicates that visual communication, in the form of online videos, 

can be strategically used to enhance and support open strategizing efforts inside the company. 

However, outside the company, the use of online videos becomes more complex. In external 

social media, corporate actors lack the social capital of private individuals, who are seen as 

more authentic, and thus more credible and sincere in their participation. Therefore, online 

videos from organizations may trigger harsh criticism, as witnessed in the Tieto case, where 

an internal strategy workshop video slipped to external audiences and caused a short-lived 

viral event. For organizational online videos to be successful in external social media, the 

corporation needs to appear human, for example by incorporating its employees as private 

people into branded messages. Even more so, by letting go of control and allowing employees 
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to use this media for personal identity projects, in tune with more inclusive open strategizing 

(Baptista et al., 2017).  

3. How does the infrastructure of social media condition strategizing with online videos? 

This question leads us to turn our attention to the infrastructure of social media underlying 

online videos. The affordances of online video build on the technological features of the media, 

but also on the communication context of social media, which is where we have been 

accustomed to online video communication. Social media is characterized by participation, 

which takes many forms such as liking, sharing, commenting, and building your profile and 

online brand. We have seen a proliferation of video content, since the tools for creating video 

have become accessible and simple enough for anyone to use.  The amateurish and home-

made content from early users of platform like YouTube have further lowered the threshold 

for other people to participate and create their own content. It is acceptable to not be a 

professional performer, because online content is for everyone and anyone to participate in. 

However, underneath the participatory culture of social media is a network of carefully 

designed platforms whose business models are fueled by the content and actions provided by 

the users. Therefore, it is business critical for these platforms to engage their user to spend 

time and provide more content to the platforms. My research demonstrates that gamification 

mechanisms are used for this. As user-provided content generates views, likes, and clicks, the 

users are drawn into a game of scoring points and building their online profiles. This relates 

to strategizing in three ways, first it explains why creating online videos can become a self-

branding practice, second it explains why the visual and communicative style of online videos 

invite open strategizing, and third it reminds us that engaging in this fun and engaging practice 

is ultimately a commodification of creativity and interaction.  

While people have agency over the use of technology, the underlying infrastructure conditions 

for a certain type of behavior. For online videos, this conditioning shows itself in the adoption 

of the social media communication culture in an organizational context. This, on the other 

hand, makes the creation and consumption of online videos a fun and engaging activity that 

pulls people to participate in it either as content creators or viewers. Content creators, focused 

on self-branding, get hooked on building their organizational online profile and on the rush of 

getting views and likes, while viewers build affinity and intimacy as they feel rapport with an 

authentic presenter. Ultimately, this may take place in the external social media context as 

employees create authentic marketing content for free and boost the organization’s internal 

and external operations just because it is fun. However, when employees have worked their 

authentic self into the corporation’s branded messages, the criticism met online can turn into 
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a personal struggle with shame. Thus, there is also a distinctly dark side attached to the 

communication culture associated with online videos. 

Interestingly, corporate videos that use the same technology as online videos make a different 

communication genre and are associated with a different media infrastructure, namely 

broadcasting. Broadcasting by design does not allow the audience to communicate their 

reactions back in likes or comments (even though mobile and online technology enables this 

nowadays). Therefore, the audience is placed in a more passive role and interaction is only 

enable within the small group of people watching the broadcast with you. Even though in 

organizational use both genres use the same technology, it is visuality that indicates to us in 

which domain the message is posted. If the visuality does not match the conditions of the 

expected genre, it generates serious questioning of authenticity. This was seen, for example, 

in the LoneyGirl15 vlog scandal, where a professional actress and film crew set to film a 

YouTube vlog series but the followers started to question the professional editing of the vlogs 

and exposed the project as a scam (Hall, 2015). In this sense as well, visuality is a key 

affordance, which leads to my third conclusion: For strategic communication to be successful, 

visuality needs to be coherent with either the style of corporate videos or online videos.    

Finally, I will discuss the aim of this thesis, to explore online videos as visual strategic 

organizational communication. Online videos influence strategizing through their affordances 

and the communication logic they assume. Looking at this phenomenon via the three 

perspectives of the communication channel—sender, message, and receiver—I can conclude 

that online videos allow the sender (typically a manager) to package their message in 

compelling ways embedded with latent, emotionally affecting visual messages, but demand 

that they expose their authentic personality, human flaws, and insecurities to the audience. 

This can be used as a personal identity project and for demonstrating open strategizing in 

practice, but the direct impact is small, and it does not necessarily translate to the outside 

context. The messages, the videos themselves, constitute dynamic visual communication that 

affords visuality, editability, persistence, and visibility to strategic communication. They offer 

the potential to become a way for employees to express their identity and use their voice, while 

managers can build affinity and demonstrate authenticity. However, this potential is not 

necessarily fulfilled in a direct manner, because for the receivers (typically employees) the 

visibility of the media is more important than visuality. A thumbnail image is more likely to 

grab our attention than a simple text headline on intranet news. In a split second, it 

communicates that new information has been published and perhaps reveals something of the 

content of the news. However, should the audience choose to engage with the message, it 

allows them to direct a controlling gaze at the sender and become the judge of the sender’s 

authenticity and sincerity, potentially enhancing or damaging the delivery of the message. 
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Even when employees choose not to engage with the message, due for instance to information 

overflow on a particular day, they are visibly able to register that “news have been shared”. 

That simple message is communicated through visibility, while visuality establishes an 

affective connection over time. Together both of these build transparency, inclusivity, and 

intimacy for a more open paradigm management and strategizing. 

5.1 Conclusion and future research 

The field of organization and management studies has in recent years shown an increased 

interest in visual studies. Visual organizational scholarship has prominently argued for the 

importance of the role of visuality in the organization, and for the ways in which visuality 

informs, leaves imprints in our cognition and memory, and supports the institutionalization 

of meaning (Bell and Davison, 2013; Meyer et al., 2013; Boxenbaum et al., 2018). However, 

research of and around visual practices in strategizing remain scarce (Paroutis and Knight, 

2019). This thesis provides an exploration of one form of visual strategic communication, 

namely online videos. Particularly, this study enlightens visual strategy practices and the use 

of dynamic visuals in strategizing. 

I have elucidated the underlying mechanisms that condition the use of and behavior in 

different visual strategy practices. With static visuals, this relates mainly to how seeing is 

organized, either to illuminate information or to enhance messages. In dynamic visuals, this 

relates also to the mode of engagement and conditions for interaction specific for the genre, 

which might be corporate videos or online videos. I have identified that the communicative 

style of online videos embraces a different logic for how seeing is organized in comparison to 

previous forms of visual organizational communication. This logic has consequences for 

managers, who are now exposed to the controlling gaze of the organization and expected to 

disclose their authentic self in order to be credible, but who are also allowed to demonstrate 

commitment to open strategizing through the use of this media. 

Furthermore, the use of online videos establishes an expectation of regular information flow, 

surpassing the role of middle managers as bearers of strategic messages and making top 

managers strategy work part of everyday strategizing activities. While communication in large 

organizations still moves along the lines of the hierarchical structures and there are indications 

of employees waiting for their direct supervisors to provide the actual content of strategically 

important messages, online videos allow employees to visibly acknowledge that news have 

been shared and use it as a way to maintain a sense of transparency. This allowed me to 

distinguish between the affordances of visibility and visuality and to conclude that visibility is 

more important for employees, while visuality is important for the presenters on the video. 

Visuality allows presenters to show self-disclosure and authenticity and to create affinity. 
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These subtle influences may over time infuse open strategizing with a dynamic of intimacy. 

The dynamic of intimacy is important for gaining employee buy-in and commitment to 

strategy. 

This study has explored online videos as visual strategic organizational communication, and 

contributed to the strategy-as-practice literature by (1) defining the phenomenon, (2) 

demonstrating that the use of online videos influences strategizing with their affordances, 

supports open strategizing, and may over time enable a dynamic of intimacy to emerge, and 

(3) discussing why the underlying infrastructure conditions strategizing in a specific way. 

Managerial implications can also be drawn from each of these contributions, for a better 

understanding of how online videos can and should be used, but more importantly to note that 

their use cannot be controlled. Online videos are always influenced by the openness and 

fluctuation of the online communication culture, whether it is a question of an employee’s 

decision to engage with the content or the audience’s interpretations of the content outside 

the organization.  

For future research, this study offers vocabulary and definitions to further explore the 

visualization of organizations. As I have identified that online videos are used in organizations 

as identity projects to execute the ideal of openness, authenticity, and non-hierarchy, future 

research could look into the visual regimes used for managers’ identity work and the managers’ 

semantic understanding thereof, in order to deepen our understanding of visual practices in 

organizations. Furthermore, communication research could try to find ways to bridge the gap 

between how online videos aimed for internal audiences could be used for external audiences, 

in the same way that as vloggers on YouTube and Instagram are able to build affinity with their 

followers while still being exposed to an open public audience. Since the Internet has made 

the visual language of online videos global and ubiquitous, potential future research could also 

look into how the use and interpretations of online videos in organizations is affected by 

cultural differences in different parts of the world. Such a study would be highly relevant for 

multinational corporations, since this study has been conducted in the Nordics where the use 

of mobile devices and the exposure to online culture is very high. Finally, the use of visuals, 

especially video, is continuing to increase in organizations. Therefore, more critical work 

needs to be done on the effects of this, for example, on the commodification of creativity and 

interaction or on the exposure of individuals to the controlling gaze.  
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Abstract 

Purpose Despite the increased interest in video methods and the role of visuality in 

organizations and management, the use of video in organizations has received scant attention. 

This paper explores organizational videoblogs as a phenomenon and discusses avenues that 

opens up for qualitative research. The paper examines the affordances of organizational 

videoblogs in a strategy context by contrasting them with more conventional corporate videos, 

in order to discuss how spectacularization and social media style communication is 

influencing social practices in organizations.  

Design/methodology/approach First, this paper introduces the phenomenon of 

organizational videoblogging and its implications for research. Second, it engages in a 

theoretical discussion on videoblogs as a strategizing activity, through three different 

analytical lenses: strategic sensegiving, strategic self-branding, and strategy as spectacle. 

Illustrative empirical examples are used to support the theoretical discussion. 

Findings The paper argues that organizational videoblogging is a phenomenon that changes 

social practices in organizations by injecting a visual, social media type communication. 

Organizational videoblogs emphasize authenticity and provide new affordances for 

sensegiving and self-branding in strategizing, but ultimately lead us to ask whether they risk 

turning strategizing into an infotainment-like spectacle. 

Originality/value The value of this paper lies in conceptualizing how and why organizational 

videoblogs can be studied in organizations. The paper provides future research with 

vocabulary and characteristics to distinguish different types of video in organizations. 

Paper type Conceptual paper 

Key Words: visuality, videoblogging, video methods, affordances, sensegiving, strategy-as-

practice 
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Introduction 

The last fifteen years have marked a visual turn in organization and management scholarship, 

which has increased interest in and understanding of the visual, in addition to the linguistic, 

mode of meaning-making in management (Bell and Davison, 2013; Meyer et al., 2013; 

Boxenbaum et al., 2018). During this time, video-recorded communication has become 

ubiquitous in organizations and societies. For organizational research, the ever-growing 

volume of video recordings produced in and of organizations provides a fruitful arena for 

empirical research (LeBaron et al., 2018). Video is interesting, because even short clips are 

able to create multisensory instances that the receiver can understand immediately, both 

rationally and emotionally (Bell and Davison, 2013). While visual research is in part justified 

by the notion that “societies are shaped more by moving images than written words” (Bell and 

Davison, 2013, p. 170), a significant number of papers that identify themselves as visual 

organizational research limit their interest to the use of visual research methods (Davison et 

al., 2015; Christianson, 2018). This is especially the case with videos. While video research 

methods are increasingly attracting attention as part of the research process, see for example 

a recent Special Issue in Organizational Research Methods (LeBaron et al., 2018), there has 

been a dearth of interest in videos produced within organizations as part of the everyday 

practices, processes and routines of organizational life.  

LeBaron and colleagues (2018) criticize the lack of understanding on how and why video is 

used in organizations, as researchers have mainly focused on using videos produced in 

organizations as data. This paper answers this call by addressing one form of organizational 

video, namely self-produced videoblogs. This paper looks to set some bases for distinguishing 

different types of organizational video, and to discuss how social practices in organizations are 

changing due to the injection of a visual social media type of communication culture. I present 

this discussion in two parts. The first part of this paper focuses on defining the phenomenon 

and understanding how to research it. I begin by contextualizing videoblogging within 

management and organization studies, in particular contrasting it with the more conventional, 

professionally produced, corporate videos. I then elucidate implications for research design in 

studying videoblogs and videoblogging. The second part of the paper comprises the theoretical 

discussion that illustrates how videoblogging might affect a well-established practice such as 

organizational strategizing. Since the activity of strategizing (Jarzabkowski et al., 2007; Vaara 

and Whittington, 2012) happens with and through material affordances (Dameron, et al., 

2015), meaning the tools, technologies and media that are commonly included in strategy 

practice (see eg. Cabantous and Gond, 2011; Jarzabkowski and Kaplan, 2015; Plesner and 

Gulbrandsen, 2015), this literature presents a theoretical grounding for the discussion of what 

social practices the media and technology involved in videoblogging affords. Further, I show 
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how studies of organizational videoblogging can help strategy research better understand a 

range of developments currently affecting corporate strategizing, specifically, novel forms of 

organizational sensegiving, strategizers’ self-branding activities, and strategy-come-spectacle. 

Adopting this two-part structure, I look to provide a basic understanding of the phenomenon 

as well as show how studying the social practices related to communication media affects life 

in organizations. This has been emphasized as a relevant but often overlooked aspect of 

understanding social media technologies in management and organization studies (Leonardi 

and Vaast, 2017). 

Why study videoblogs?  

In the first half of the 2010s, on-demand online video was booming in internal organizational 

communication (BusinessWire, 2012; Ragan, 2013; Zack, 2015), and has since become a 

regular part of the communications toolkit in large organizations. The proliferation of social 

media platforms and commonly available digital recording devices has resulted in the rise of 

different types of video communication in organizations. Organizational videoblogging is 

introduced here as a type of video genre distinct from the more traditional form of corporate 

video. Videoblogging is a peculiar development as it enables a completely new level of 

authenticity and impact in mediated communication, as noted in studies about private 

videoblogging on YouTube (cf. Griffith and Papacharissi, 2010; Liu et al., 2014). Furthermore, 

as it employs a social media style of communication, it is much less formal than other forms 

of mediated organizational communication (Leonardi and Vaast, 2017). Therefore, it offers 

insights into how visuality and the communication culture of social media affects social 

practices in organizations.   

Leonardi and Vaast (2017) reason that organizational scholars have been slow to explore the 

role of communication technology in organizations because it has been considered secondary 

to the questions of interest. However, social media communication culture represents 

practices that many people have become familiar with in their private life, and are therefore 

likely to affect multiple organizational phenomena (Treem and Leonardi, 2013). When 

studying how material or technological artefacts affect social practices, the focus is often on 

affordances (Gibson, 1977). Affordance means that the material or technological artefact 

enables certain actions for the user while others are restricted. For example, a table affords 

your placing a coffee mug on it, but it blocks walking. The affordance of a table is therefore 

that it can hold objects for you. In technology, the focus of affordances is on how people enact 

their goals using the material features of the technology. Thus, the affordances perspective 

adopts neither a social constructivist nor technological determinist perspective but moves 

beyond these dominant ways of studying technology (Leonardi and Vaast, 2017). Leonardi and 
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Vaast (2017) continue to explain that with an affordance lens, we are able to focus not on the 

technology per se, but on how the actions the technology enables become part of the question 

of interest (see also Hutchby, 2001). Taking social media as a technology, for example: “when 

adopting an affordance lens, scholars who study, say, identification in organizations would not 

ask how social media affect identification practices, but rather how the affordances or 

constraints offered by social media become intertwined in the production of identification” 

(Leonardi and Vaast, 2017, pp. 152–153). Understanding the affordances of a technology is 

fundamental to understanding how this technology influences social practices.  

This paper examines both affordances and characteristics. Affordances refer here to typical 

actions associated with videoblogging at a general level, such as communicating authenticity 

or appearing authentic. Characteristics, on the other hand, describe specific techniques or 

activities seen on a video, such as recording with a handheld mobile camera or addressing the 

audience as peers. The affordances of videoblogging are built on the characteristics of its use. 

In the next section, I will elaborate more on these affordances and characteristics while 

defining organizational videoblogging and contrasting it with corporate video. 

What is organizational videoblogging?  

Videoblogging, also known as vlogging, is a form of self-expression on the Internet that has 

the rhetorical characteristics of being an “asynchronous, mediated monologue tailored for a 

non-present audience” (Frobenius, 2014, p. 59). Videoblogging has gained significant 

popularity over the last two decades as the Internet, mobile phone cameras, and services like 

YouTube have made creating and sharing videos accessible for practically anybody. Video is a 

format that enables non-verbal communication of context, emotions and moods, in a manner 

that outstrips similar capabilities in text-based communication (Liu et al., 2014). In the private 

sphere, videoblogging has been largely influenced by the style of the early mover amateur-

producers of YouTube videos, even though more professional production companies and 

content producers now utilize the platform (Hall, 2015). In their style, appearing as your 

authentic and honest true self is crucial for connection and engagement with the audience 

(Hall, 2015; Morris and Anderson, 2015). Furthermore, the “authentic” style is enhanced by 

the simple and homemade looking production of the videos, as well as the protagonist’s self-

disclosure (sharing information about yourself) and self-presentation through ingratiation 

(emphasizing your positive attributes in order to be likeable) (Griffith and Papacharissi, 2010; 

Liu et al., 2014; Hall, 2015; Morris and Anderson, 2015). Leonard (2013) summarizes these 

characteristics as the affordances of amateurism, authenticity and affinity (see also Bell and 

Leonard, 2018).  



 

 

69 

In the organizational context, videoblogging has emerged in the 2010s. In this time, there has 

been a rapid change in how organizations use video internally. The change is characterized by 

a shift from traditional corporate video towards the genre of organizational videoblogging. 

Traditional corporate videos are still largely used in external communication and in cases 

where the video is expected to have a long lifespan, such as in employee branding videos or 

training videos. Traditional corporate videos are well-produced and scripted, giving a thought-

through, polished impression. In contrast, the videoblog type of videos are short, quickly 

produced, improvised or unscripted, and often unedited, simple messages with a short 

lifespan. The videoblogging style is used to share simple internal news items, weekly or 

monthly updates, and even diary-like documentaries of life inside the organization, in a similar 

fashion to private videoblogs on YouTube. However, it is unlikely that internal organizational 

videoblogs will be found on sites like YouTube. The videos may contain sensitive information 

and are therefore shared on platforms where access is restricted to organization members. Yet, 

they employ similar affordances as social media videos, specifically, amateurism, authenticity 

and affinity (Leonard, 2013; Bell and Leonard, 2018). Moreover, these affordances are in line 

with audience expectations of the media, because the frames we apply to viewing 

organizational videoblogging are formed from our experiences with private social media 

(Treem et al., 2015). These frames form expectations and assumptions, such as informality, 

on how the communication technology is supposed to be used regardless of context (Treem et 

al., 2015; Leonardi and Vaast, 2017). Therefore, the phenomenon of organizational 

videoblogging is not only symptomatic of the proliferation of technology and visuality in 

organizations, but also an injection of a new communication culture with specific 

technological affordances that carries implications for social practices. Contrasting 

organizational videoblogs with corporate videos demonstrates this. Table 1 reviews the 

differences in characteristics between corporate video and videoblogs.  

For the purposes of this paper, I am interested in, both, what the act of creating simple 

performances to camera means for organizational practices, and, how the affordances of the 

technology affect organizational practices particularly in relation to strategy. Since 

organizational videoblogs typically have restricted access, my focus is on videoblogging as an 

intra-organizational practice. I discuss questions on viewing videoblogging as a strategizing 

activity in the second part of this paper, but first, I direct attention to matters that should be 

accounted for when planning research on videoblogs and videoblogging.  

 

 

 



 

 

70 

Table 1 Organizational Videoblogs as Compared to Corporate Videos  

Characteristics Corporate video Organizational Videoblog 

Communicative 
style  
Purpose 
 
Presentation style 
 
Lifespan 
 
Audiences 
 
 
 
Expectations on the 
genre 

Multipurpose videos targeted both 
internally and externally. E.g. 
employee branding videos. 
Polished and scripted presentation 
with language that is suitable for 
different audiences. 
Typically, a long lifespan, up to a few 
years.  
Same video is suitable for internal 
and external audiences. The audience 
is invited to listen to a story or a 
conversation, but the audience is not 
an active interlocutor.  
Similar expectations as for TV-shows: 
Smooth and professional delivery 
from the presenter.  

Targeted messages to targeted 
audiences. e.g. weekly news. 
 
Informal presentation that uses jargon 
and skips background information.  
 
Short lifespan, from a few days up to a 
few weeks. 
Practically always an internal audience. 
The audience is addressed directly in 
speech.  
Authenticity is expected. The presenter 
is expected to present their true self. 
Human mistakes, like lost words, add 
to the sense of authenticity, which is 
essential for gaining the audience’s 
trust and popularity (Hall, 2015). 

Visual style 
Staging 
 

Professional look and feel, similar to 
commercials and TV-shows. 
Typically, the presenter is staged 
sitting or standing in a 
distinguishable place within the 
company premises, looking past the 
camera as if talking to an interviewer. 

Homemade look and feel. The 
presenter is typically in a close-up as a 
“talking head” but the presenter might 
be just a voiceover coming from behind 
the camera, while the camera is focused 
on showing something from the point-
of-view of the presenter. 
 The presenter typically talks straight to 
the camera looking at the audience 
through the camera. Even when there 
are multiple actors on the video, the 
audience is acknowledged as if they 
were part of the conversation.  

Production style The production is advanced, time 
consuming and expensive. The 
production uses multiple high-quality 
sound sources, multiple camera 
angles, and professional editing. 
Scenes are shots multiple times for 
best delivery. Typically, corporate 
videos are produced externally unless 
the company has professional media 
producers in-house. 
 

The production is simple and fast. The 
production uses mobile phones or 
inexpensive camcorders and their built-
in sound sources. Therefore, the audio 
track captures background noise as 
well.  The video typically has only one 
camera angle and the video is shot in a 
single take. Also, vertically shot videos 
appear in videoblogging. Editing is 
minimal and the production is in-
house. The rough, unedited, 
unprofessional visual style adds to the 
authentic feel of the video (Hall, 2015). 
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Researching videoblogs and videoblogging 

Videoblogs differ from other types of video available in organizations. Qualitative 

organizational researchers have mainly used video to record and analyze face-to-face 

interaction (Christianson, 2018; LeBaron et al., 2018), but the peculiarity of this media lies in 

the “screen-to-face” interaction between the vlogger (presenter on the video) and the viewer 

(Harley and Fitzpatrick, 2009; Frobenius, 2014; Liu et al., 2014). In this section, I will 

deliberate on how the larger societal phenomenon of social media use and spectacularization 

(Debord, 1992; Hall, 2016), together with the managerial agenda of a particular organizational 

context, influence the action of videoblogging and the videoblog messages themselves. 

Further, I will show how these influences, in addition to the affordances of the media, should 

be accounted for when planning and designing research that uses videoblogs or videoblogging 

as data. To facilitate the discussion, I have divided the videoblogging process into four parts – 

sender, channel, artefact, receiver – all located in the organizational context but affected by 

the outside environment. This section does not go into methodological detail, because 

ultimately the particular research question of a study directs how video data are used (LeBaron 

et al., 2018). However, I will offer suggestions on how to construct an understanding of the 

factors influencing the generation and consumption of videoblogs in organizations to research 

design, focusing in particular on how videoblogging influences social practices in 

organizations. A similar logic can be applied to research on other organizational new media 

that also originate from the private sphere of our life. Figure 1 illustrates the various parts of 

the videoblogging process, which are discussed next.  

 Figure 1 The videoblogging process in the inside and outside context 
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The outside environment refers to how videoblogging is generally practiced in social media. 

Videoblogging is a practice that has emerged from early internet use (Hall, 2015), and is a 

symptom of the greater societal spectacularization (Debord, 1992; Hall, 2016). In the 

organizational context, it is a practice that has been internalized from outside-in (Leonardi 

and Vaast, 2017), bringing with it technological frames, i.e. our expectations and assumptions 

based our private social media use, that influence how the media is used in organizations 

(Treem et al., 2015).   

In the private sphere, social media communication enables voicing matters that might 

otherwise not have a platform (Sergi and Bonneau, 2016), but in the organizational context, 

social media behavior needs to be balanced with professional behavior (Oostervink et al., 

2016). Therefore, the inside context, that is the context of the specific organization in which 

the media is used, embeds videoblogs with the managerial agenda of the organization. This 

could be the organization’s strategic direction, a change initiative, or brand messages, that 

shape what is being said on the video, while the social media communication style, adapted 

from the outside environment, shapes how the message is presented. Therefore, an 

understanding of both the outside environment and inside context need to be incorporated 

into the research design when studying videoblogs or videoblogging. Next, I will discuss this 

in more detail by going through each step of the videoblogging process. I will start by 

discussing the videoblogging channel (video) and artefact of (the video message itself), 

because these two bear the greatest resemblance to other forms of video data. Hereafter, I will 

bring the sender and the receiver into the discussion, to show how each part of the process is 

interlinked and suggest ways to address this in research design.  

The channel – video – has the same qualities as any video data: it is dynamic in form, 

delivering a constant flow of information (in contrast to a static photo or a document) 

(LeBaron et al., 2018). It comprises multimodal elements, namely, audio and visual, and 

sensory (referring to feelings, like empathy with the vlogger, but not touch) (Meyer et al., 2013; 

Pink et al., 2015; Hall, 2016). The data can be viewed asynchronously, rewound, rewatched, 

jumping between sequences in the video (LeBaron et al., 2018). A number of books and articles 

discuss how to consider and use these qualities in analysis (see for example Hindmarsh and 

Tutt, 2012; Gylfe et al., 2016; Wilhoit, 2017). The qualities may make video data seem able to 

depict true interactions, but researchers should bear in mind that any video data are always 

constructed rather than just captured (Ray and Smith, 2012; LeBaron et al., 2018). Therefore, 

decisions regarding the production of a video have ontological and theoretical implications 

(LeBaron et al., 2018). In the case of videoblogs, the video is produced by someone other than 

the researcher, meaning that videoblogs are secondary data (Rose, 2016). Therefore, other 

sources of data, such as interviews or ethnographic insight, can be used to inform the 
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researcher of the production decision, while the video itself can be rewatched in interview 

situations as an elicitation tool (e.g. Slutskaya et al., 2012) or used outside field work for more 

detailed analysis (e.g. Gylfe et al., 2016). 

The technology used in the communication channel influences the output message through its 

affordances (Hutchby, 2014). Thus, even if the flow of information in a videoblog message is 

dynamic, the output of the videoblog is still a static organizational artefact, making it 

comparable to an intranet news piece or tweets about work (see for example Sergi and 

Bonneau, 2016; Grafström and Falkman, 2017). Certain actions are enabled for this artefact, 

while others are restricted by the technological affordances of the media (Hutchby, 2014) and 

characteristics of the genre (Griffith and Papacharissi, 2010). Videoblogs are asynchronous 

(Frobenius, 2014), meaning they do not enable immediate interaction with the audience, 

unlike video conferencing. Yet, the presenter on the video is able to establish a conversational 

and interactional mood by addressing the viewers directly, often as peers, (Frobenius, 2014) 

and by practicing self-disclosure and ingratiation (Griffith and Papacharissi, 2010; Morris and 

Anderson, 2015). This affords managers, even high up in the organization hierarchy, the 

opportunity to present as employees’ peers. While all mediated communication can establish 

a connection between sender and receiver (Hutchby, 2014), videoblogging does this 

specifically by reducing the experienced distance between the two parties (Hall, 2015). 

Sociologists, linguistics and media researchers have looked at how this is established in private 

videoblogs, focusing, for example, on visual cues (e.g. Liu et al., 2014; Hall, 2015), gestures 

and rhetoric (Griffith and Papacharissi, 2010; Frobenius, 2014). However, in management and 

organization studies, questions of power enter the experience, because of the formally 

established relationships and hierarchies between people in organizations. Therefore, the 

intentions of the sender and interpretations of the receiver should to be accounted for. This 

makes qualitative methods particularly suitable for researching videoblogs and videoblogging.   

Videoblogs are always intended messages. Even the more spontaneous videos always bear 

some intentionality, due to the production needed to disseminate the message. This 

intentionality is shaped by the sender’s expectations and assumptions regarding the media 

presentation style (Leonardi and Vaast, 2017), but also by the specific organization context. A 

communication survey conducted amongst American companies identified that they tend to 

encourage internal videoblogging when they want their communication to have more impact, 

be authentic, more visible, engaging, or bring the organization closer (Kaltura Inc, 2014). This 

can lead us to speculate that videoblogs are used for management propaganda, to create an 

alternative channel for the dissemination of top management messages wrapped up in 

different packaging. Videoblogs nevertheless share some common characteristics with CEO 

letters to stakeholders or CEO tweets: all require a certain degree of authenticity in the CEO’s 
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voice, meaning they cannot seem to be written by someone else or they won’t engage the 

audience (Patelli and Pedrini, 2014; Grafström and Falkman, 2017). Distinguishing between 

an authentic voice and propaganda that appears authentic can be difficult for a researcher. In 

contrast to many other forms of secondary data, such as annual reports, external websites, or 

even town hall meetings, in videoblogging the sender’s authority and credibility is built on 

appearing human by being informal and amateurish (Griffith and Papacharissi, 2010; Hall, 

2015). Deeper insights into the organization are in place for a proper assessment of this 

particularly contradictory performance. 

The viewers’ point of view enlightens us on how the sender’s performance in a videoblog is 

understood inside the organization. Whether the viewers accept the presenter as credible 

depends on the viewers’ outside expectations and assumptions for the media (Leonardi and 

Vaast, 2017), and on their interpretation of the presenter’s authenticity and the atmosphere 

experienced in the video (Hall, 2015; Pink et al., 2015) in relation to the inside context. Viewer 

perceptions are also bound to differ based on their experiences and levels of familiarity with 

the media in the private sphere (Treem et al., 2015), which affects the conclusions that can be 

drawn from empirical material. Ultimately, the viewer’s reactions to videoblogs are fed back 

to the organizational context, shaping how the media is used going forward. Therefore, a 

longitudinal perspective might also be needed in the research design.  

Having defined organizational videoblogging and reflected how the process of videoblogging 

affects research design, the next section begins to theorize on videoblogs as a strategizing 

activity. I demonstrate how the injection of a visual social media style of communication 

changes social practices in organizations, drawing examples from an ongoing ethnographic 

data collection in a large retail organization to illustrate my point. Since the data collection is 

still in progress, my knowledge of the illustrative examples is built on ethnographic insight 

gained during informal and formal discussions in the organizations. Therefore, the discussion 

in the next section is mainly at a conceptual level, focusing on the affordances and 

characteristics of videoblogging and their influence on the social practices of strategizing.  

Strategizing with videoblogs 

In the first part of this paper, I have argued that organizational videoblogging reflects a societal 

phenomenon that idealizes visuality and authenticity. The following looks to offer insights on 

how the affordances of videoblogs, in addition to the spoken words and visible interaction on 

video, opens up new avenues for theorizing on the practices of strategizing. Videoblogging as 

a strategizing practice is something out of the ordinary. Organizational videoblogs tend to 

evoke an element of entertainment or humor, have a short shelf life, and be rather unilateral. 

Thus, they deviate from the normative ideal of rationality (Cabantous and Gond, 2011), long-



 

 

75 

term decision-making (Hodgkinson et al., 2006), and personal interaction (Hoon, 2007; 

Johnson et al., 2010), which we have come to expect of strategy work. I theorize on 

videoblogging as a strategizing practice using three different lenses: (1) sensegiving, because 

videoblogs are often used to influence the organization in a desired direction, (2) self-

branding, because videoblogs often form around certain individuals, and (3) spectacle, 

because videoblogs are a form of spectacle inside the organization.  

Organizational videoblogging as a tool for managerial sensegiving 

Strategy as practice scholars have argued that the success or failure of a strategy is dependent 

on management’s capability to enact the strategy in day-to-day encounters (Rouleau and 

Balogun, 2011). Sensegiving, as the act of influencing other organizational members and 

supporting their sensemaking of a strategy, is a crucial part of strategic change (Gioia and 

Chittipeddi, 1991; Hill and Levenhagen, 1995; Rouleau, 2005). Consequently, sensemaking is 

the way in which people come to understand changes in their environment (Weick, 1995). 

Rouleau (1995) has shown that management’s sensegiving capability is dependent on 

communicative micro-practices that managers employ in day-to-day encounters. Sensegiving 

micro-practices are affected not only by the words used in the communicative action and the 

socio-cultural context in which the communication takes place (Rouleau, 2005), but also by 

the material practices that facilitate the transition from individual to group-level sensemaking 

(Stigliani and Ravasi, 2012).  

Organizational videoblogging is an effective tool to trigger strategic sensegiving in post-

bureaucratic organizations because it mediates the impact of spatial and temporal distance on 

intra-organizational interactions (Ragan, 2013; Mcfarland and Ployhart, 2015). Videoblogs 

host the ambient stimuli of social media communication, that is, infectious attitudes, emotions 

and behaviors are able to spread faster and more broadly than in other types of communication 

context (Mcfarland and Ployhart, 2015). This enables videoblogs to engage the viewers’ 

emotional registers, which are in themselves central to successful sensegiving activities (Vuori 

and Virtaharju, 2012; Heaphy, 2017). Thus, the ambient stimuli are a key facilitator of social 

media communication, which, even when asynchronous, promotes open and instant 

interaction. In practice, this means we engage more strongly with mediated communication 

that feels like interaction, in other words, when we feel part of the communication process 

instead of just a passively informed audience. 

In successful strategic sensegiving, managers are able use their tacit knowledge of the cultural 

context to adapt their words, gestures and other non-verbal cues to match the audience, which 

facilitates the audience’s sensemaking of the strategy (Rouleau, 2005). Multimodal 

communication (both audio and visual) through videoblogging enables managers to use the 
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full range of verbal and non-verbal methods to adapt the sensegiving, while still benefitting 

from the speed and accessibility of computer-mediated communication. The presenter 

interacts with the audience by making eye contact through the camera and addressing them 

directly in speech (Frobenius, 2014), while visual cues such as location contribute to the 

message (Liu et al., 2014) and enable the viewer to “feel” the atmosphere (Pink et al., 2015). 

Mcfarland and Ployhart (2015, p. 1671) argue that “CEO blogs describing the company’s 

strategy, challenges, and financial information may raise support for the strategy and build 

rapport with the leader”, while acknowledging that the media does not work in isolation. Thus, 

the strengths of videoblogging might also be its pitfall. Since videoblogging is asynchronous, 

the manager has to decide appropriate communicative micro-practices a priori and cannot 

adjust them depending on audience reaction (Frobenius, 2011). A miscalculation on 

appropriate communication might cause the manager to quickly lose the audience and 

therefore fail to trigger a sensegiving process. Thus, there is an increased need for 

videoblogging managers to be aware of the cultural context of their organization, and use their 

tacit knowledge of the professional, cultural and social practices in their environment to adapt 

the video message (Rouleau, 2005). This is illustrated in an empirical example: During a large 

organizational change, which also involved lay-offs, a director from a business unit was 

appointed the new director of a support unit. She had been very popular at the business unit 

and sent out a heart-warming, sincere, video message thanking her staff and informing 

them of her new position. However, the video was shared company-wide, and while she did 

mention the support unit, she did not address her new staff on the video. While employees at 

the business unit felt the video was a good way to impart the news that they were losing their 

much-loved director, giving everyone the chance to hear it from her directly, the same video 

was experienced at the support unit as a metaphorical slap in the face. Not only was this unit 

dealing with the largest number of layoffs of all units, they were now being informed of their 

new boss as a side note on a video that was otherwise clearly directed at the business unit.  

This example shows how the interactional practices used by the leader enabled sensegiving for 

the business unit but hindered it at the support unit, which had been assigned the role of a 

passive observer of the interaction that took place through the video.  

In conclusion, while videoblogging technology affords the transmission of emotions, moods 

and behavior in organizations unaffected by time and space, it requires a certain social 

competence on the part of the presenter. For a competent presenter, videoblogging can be a 

highly efficient tool for championing (Mantere, 2005) strategic sensegiving initiatives and 

reaching out with the management’s influence. Furthermore, competent presenters might 

emerge from a broader conceptualization of strategizers in the organization, not just from the 
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managers (Jarzabkowski et al., 2007), since the technologies have become more widely 

accessible in organizations (BusinessWire, 2012). From a theoretical perspective, sensegiving 

with videoblogs uses largely similar communicative micro-practices as face-to-face 

interactions (Rouleau, 2005). However, strategic sensegiving has emphasized that every 

manager (top and middle) has an important role in the daily enactments of the strategy 

(Rouleau, 2005; Rouleau and Balogun, 2011). In contrast, videoblogging is usually done by 

one central person, who provides the face and voice for change. This does not diminish the 

sensegiving enacted by others in face-to-face encounters but, as an impactful media, 

videoblogging might have consequences for other managers who have to deal with the negative 

feelings caused by a video, as shown in the empirical example. In the next section, I will 

elaborate more on the videoblogger as a strategic self-branding champion.  

Organizational videoblogging as representational branding of the self 

Brands have become a central element of organizational life, functioning as references for 

identity, culture and communication within organizations (Kornberger, 2010; Mumby, 2016). 

Branding within organizations can be seen as meaning-making that incorporates the 

organization’s strategic vision (Kärreman and Rylander, 2008; Järventie-Thesleff et al., 2011). 

Recent work on branding has discussed how employees’ identities and lifestyles are mobilized 

for an outside-in branding process (Land and Taylor, 2010; Endrissat et al., 2017). Employees 

willingly engage in these emerging brand processes because they give meaning to the 

employees’ own identity work (Land and Taylor, 2010; Vásquez et al., 2013; Endrissat et al., 

2017), as well as an ability to affect the organization’s trajectory through the brand (see also 

Kornberger, 2010; Mumby, 2016; Endrissat et al., 2017). Employee-generated videoblogs are 

a way for organizations to capture and distribute employees’ stories within the organization 

(BusinessWire, 2012), and in the process the videoblogger also gains a wider reputation within 

the organization. This is considered a strength of the medium as it helps “identify natural 

leaders and stars across the company” (Kaltura Inc, 2014, p. 31). In a way, the videoblog offers 

the presenter a stage from which to reach the organizational audience, and thus elevates them 

to micro-celebrity status (Senft, 2013), and also allows them to act as strategy champions 

(Mantere, 2005). 

Self-branding has been considered a necessary survival mechanism in neoliberal late 

capitalism (Marwick, 2010; Senft, 2013). Social media communication acts as a catalyst for 

this type of self-representation, as every post is deliberately crafted in constructing our virtual 

selves (Marwick, 2013; Senft, 2013). Videobloggers build a coherent brand for themselves by 

choosing which visual cues, images, and storytelling tactics support it (Senft, 2013; Hall, 

2015). Authenticity lies at the heart of videoblogger brands, which is enhanced by the choice 
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of media (Morris and Anderson, 2015). In addition to self-representation strategies that 

promote your expertise or likability (Griffith and Papacharissi, 2010), videoblogging also 

establishes a sense of familiarity with the presenter, which enables the audience to relate to an 

otherwise unfamiliar or remote actor (Senft, 2013). For example, videobloggers on YouTube 

create intimacy by disclosing personal information and presenting themselves engaging in 

mundane actions that the audience can relate to (Hall, 2015). Similar representations of the 

branded self are used in organizational videoblogging, summed up in the following example. 

When the current CEO of the case company was first appointed to the post, his speeches at 

town hall meetings left the employees baffled because they felt he was too blunt. This was at 

about the same time the organization started regularly publishing CEO videoblogs on the 

company’s intranet. In his videoblogs, the CEO would be seen working on different tasks 

around the organization, ranging from the warehouse, to the sales floor in stores, to the 

boardroom at corporate headquarters. In every location, he was true to his direct and open 

way of speaking about operational problems. The employees, who were initially shocked by 

this behavior at the quarterly town hall meetings, quickly became accustomed to it thanks to 

the more regular videos and started to appreciate the CEO’s frank speaking style. This example 

shows that the frequency of the CEO’s videoblogs and the visual cues about being present and 

engaged all around the organization supported the employees’ acceptance of their new CEO’s 

style.  

While videoblogging can be initiated in an organization as a way to spread stories about the 

corporate brand acted out in everyday organizational life, the self-representational style of 

videoblogging directs attention to the individual presenter and establishes a brand for 

him/herself. The presenter may become a strong and legitimate voice in the organization, due 

to the authenticity and relatability present in the videoblog. For managers, this can be a self-

branding strategy to expand their influence inside the organization, but “natural leaders” and 

“stars” might also arise from less advanced positions in the hierarchy. Kornberger (2010, pp. 

40–45) illustrates that when corporate brands become platforms for self-expression, the 

meaning might take on unexpected and unwanted forms. Thus, providing a stage to reach 

internal audiences poses risks for the organization, as messages with unexpected content can 

be widely distributed. Videoblogs can become contested sites where corporate strategy is 

disseminated but also resisted, resulting in novel subject positions (Laine and Vaara, 2007) 

and discursive struggles (Mantere and Vaara, 2008). 

Micro-celebrity status, just as for regular celebrities, might also become a burden to the 

individual (Marwick, 2010; Senft, 2013), especially since brands cannot be controlled and are 

always evolving in every interpretation (Kornberger, 2010). Senft (2013) explains that micro-
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celebrity and the branded self are increasingly discussed using the language of identity crisis. 

The thin line between the branded self and the true self can be difficult to manage (Marwick, 

2010), and exposing yourself to super-publicity might have unsettling outcomes (Senft, 2013). 

While these struggles are more common for videobloggers on YouTube, I argue that 

organizational videoblogging can have similar consequences. This begs the question, could a 

videoblogger reach a level of popularity within the organization that elevates them to a 

celebrity-like subject position, and makes the videoblog as a communication channel the 

primary tool for strategic messages? And what implications would this have for the work of 

strategizing? This idea is explored further in the next section. 

Videoblogging - a step towards strategy as spectacle? 

As observed by Knights and Morgan (Knights and Morgan, 1991), strategy is a discourse with 

its own distinct conditions of possibility. It both contains and sustains its own distinct subject 

positions (Laine and Vaara, 2007) and power-relations (McCabe, 2010), both constantly cast 

in a constantly re-emerging shroud of rationality (Cabantous and Gond, 2011). However, the 

rise of technologies such as videoblogging also highlights the potentially changing nature of 

corporate strategy as a practice. In particular, it calls into question the rationality, formality 

and hierarchical structure we have often come to associate with strategy. Thus, the question 

becomes, following the general trend towards the visual in society (Bell and Davison, 2013), is 

strategy itself slowly transforming towards an infotainment-like spectacle? 

Guy Debord’s book The Society of the Spectacle (1967, 1992) introduced the concept of 

spectacle as a criticism of mass media and the consumption culture at a societal level. 

Debordian criticism applies a broad definition of the concept of spectacle, which on the one 

hand refers to how everything from mundane commodities to politics and education has 

turned into visual shows, with built-in elements of entertainment and consumption. On the 

other hand, Debordian criticism views spectacles as ways for power to enact in society, 

alienating people from what is real and replacing “the real” with a desire for representation – 

an artificial, magnified, spectacular spectacle. Best and Kellner (1999) brought Debord’s 

criticism to the age of the Internet, emphasizing how the technological advancements have but 

accelerated the creation of spectacles. Social media has unmistakably further escalated the 

creation of and participation in spectacles. While the audience has in Debord’s original 

analysis been viewed as passive (Seeck and Rantanen, 2015), it is still unclear in Best and 

Kellner’s (1999) analysis of the Internet era, to what extent spectators blindly consume 

spectacles or whether they are able to be critical in their interaction with them. While Debords’ 

criticism is directed at the societal level, I am adapting the concept of spectacle into intra-

organizational practice.  



 

 

80 

Even as a general observation, it is hard to refute that corporate life, including strategy, at least 

at the level of its artifacts, is an astoundingly bland affair (Alvesson and Spicer, 2012). Thus, 

for organizational videoblogs to become strategy spectacles in a Debordian sense, they would 

have to outdo the real subject they represent (Best and Kellner, 1999). For example, the 

videoblog would have to outstrip the manager’s personal influence, changing the focus of 

interactions with the manager from a purely personal/professional interaction into a desire 

and an opportunity to participate in a spectacle. What would be the implications of such a 

development? Certainly, we could assume the subject positions of strategy become more 

associated with entertainment, with firebrands, demagogues and jokers, both appropriating 

and disseminating strategic narratives in quick consumption cycles to internal corporate 

audiences. At the same time, the line between fact and fiction blurs, creating novel but 

potentially problematic spaces in which strategic narratives combining the novel and the 

familiar (Barry and Elmes, 1997) co-exist.  

The internal videoblogs in the case company do not show clear signs of spectacle yet. However, 

one development in this direction plays with the blurred line of the private and public space 

in social media: The case company arranged an Instagram competition for the employees, 

asking them to display the strategy buzzword of the organization “Courage”. To participate, 

the employees were asked to post short video-clips and images on public Instagram profiles, 

using specific hashtags that indicated the company, that they were employees of the 

company, and that the post displayed “courage”. All the employee competition entries were 

also used as part of the company’s ongoing marketing campaign with the same theme. In a 

sense, the employees voluntarily took part in the spectacle of “Courage” both inside and 

outside the organization.  

Conclusions  

In this paper, I explore the general turn towards the visual in society (Bell and Davison, 2013) 

by focusing on organizational videoblogs. Video methods have been on the rise in organization 

and management research, but little attention has been given to how and why videos are used 

in organizations, and what implications their use might have for social practices in 

organizations (LeBaron et al., 2018). In this paper, I have built a foundation to further study 

video as an organizational phenomenon, by defining one specific genre of organizational video 

– the videoblog. I have presented how research with videoblogs is affected by the outside 

environment and inside context of the organization, by distinguishing how these affect the 

different parts of the videoblogging process. Finally, I have demonstrated how theorizing on 

videoblogs as a strategizing activity challenges the assumptions of rationality (Cabantous and 



 

 

81 

Gond, 2011) and long-term decision-making (Hodgkinson et al., 2006) still associated with 

strategy work, and changes interaction (Hoon, 2007; Johnson et al., 2010) between actors.  

Videoblogging is a form of self-representation on the Internet, in which the videoblogger 

creates an interactional ambiance by addressing the audience directly, and a sense of intimacy 

and engagement with the audience through humor, self-disclosure, and ingratiation (Griffith 

and Papacharissi, 2010; Frobenius, 2014; Liu et al., 2014; Morris and Anderson, 2015). This 

genre of communication was adapted for organizational use during the early 2010s as a result 

of technological advancements (Ragan, 2013). In organizations, videoblogging is used for 

targeted internal messages with a short lifespan. Typically, these involve weekly news, diary-

like reports of life in the organization, or fun anecdotes and announcements used for culture-

building purposes. The easy access to cameras and distribution over the Internet has made the 

mediation of infections emotions, moods, and context simple and affordable even within large 

and dispersed organizations (Griffith and Papacharissi, 2010; Ragan, 2013; Mcfarland and 

Ployhart, 2015).  

Videoblogs as a technology offer affordances (Gibson, 1977) for novel tactics in strategy 

consumption, emphasizing the instrumental, playful and intimate (Suominen and Mantere, 

2010). The technology of strategy is intimately entwined with work practices and, thus, by 

necessity, influences the way people work with strategy (see eg. Dameron, Lê and LeBaron, 

2015; Golsorkhi et al., 2015; Jarzabkowski and Kaplan, 2015). The most significant 

characteristic of videoblogging is the embedded sense of authenticity in such recordings. That 

requires the blogger sticks to the genre-specific style of communication, because the media 

loses its ability to engage and impact directly, if the audience’s trust in authenticity is shattered 

(Griffith and Papacharissi, 2010; Hall, 2015). For organizational researchers, this means 

videoblogs need to be examined in their larger context. An interpretive qualitative approach is 

best suited to capturing the complexities of the videoblogging process, ranging from the 

analytical qualities of video data to the intentions of the sender and interpretations of the 

message by the receivers. 

Further, these affordances of videoblogs are not without potentially substantial consequences 

for strategizing. Strategy tends to be viewed as a fairly cerebral and rational activity, where 

formal decision-making is used to draft long-range action plans based on clear roles, 

responsibilities, and implementation structures. Characterized as informal, entertaining, 

boundary breaking, and short duration in its technological affordances, videoblogs can be the 

anathema of strategizing. This creates new risks related to asynchronous unilateral 

communication and self-styled strategy champions without formal authority, while offering a 

way to capture attention and reach out to the organization, just as society becomes more 
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accustomed to visual communication. But there is a built-in fundamental tension to all this, 

namely, if strategy is rendered but another genre of media-based consumption, can it still 

retain its role as the central practice through which society tries to wrest control of the future? 

This paper has aimed to lay the ground for future research on the spectacularization of 

organizations, particularly through the use of video, to answer questions such as this.  
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Abstract 

This paper explores how open strategizing evolves inside an organization over time. It offers 

an ethnographic study in a retail company that has engaged with open strategizing as a 

response to a disruptive change in the industry, with the aim of generating more transparency 

and inclusion in internal operations and enhancing efficiency. We elucidate how the adoption 

of new media technology practices contribute to the emergence of intimacy and how open 

strategizing spreads to non-technological practices. We offer two contributions in this paper. 

First, we theorize the dynamic of intimacy and its relations to open strategizing. We argue that 

intimacy is the mechanism through which stakeholder buy-in and commitment in open 

strategizing is achieved in the organization. Second, we illuminate the long-term consequences 

of open strategizing with new media technologies and how it may pull management in 

different directions. We discuss these in the context of organizations struggling with fast and 

uncertain changes in the business environment more generally. 
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Abstract 

In this paper we explore a viral event on social media in conditions of communicative 

capitalism. We analyse a motivational workplace video that was accidentally released to the 

wider public and subsequently went viral. We focus on gamified mechanisms in social media 

infrastructures and offer three contributions to understanding its dark side. First, we show 

that dark side behavior on social media is driven by the design of its infrastructures. We 

emphasize the importance of studying the design elements of these infrastructures and offer 

insights on how to do this in organization studies. Second, we argue that gamification is a 

central mechanism in contemporary communicative capitalism. While gamified interaction 

creates constant incentives for more interaction, the purpose of these incentives is 

accumulation of data and value for companies. Third, we explore infrastructures of resistance 

on social media. We discuss how gamification and game design elements can serve 

commodification, but they can also serve non-exploitative forms of interaction.   

Key words: Social media, virality, gamification, media infrastructure, communicative 

capitalism  
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Online videos are a form of dynamic visual 
communication that embrace the amateurish 
and informal communication style that is typi-
cal of videos in social media. In organizations’ 
strategic communication these types of videos 
are used for disseminating management mes-
sage about strategy, strategic issues and news, 
as well as, for culture building in strategic chan-
ge. This thesis explores the use of online videos 
as visual strategic organizational communicati-
on, focusing particularly on what online videos 
are, how they influence strategizing, and what 
are the underlying mechanism that condition 
strategizing with online videos. Building on 
the strategy as practice and sociomateriality 
perspectives, this thesis connects the openness 
paradigm and the technological and cultural 
developments of our time with how people do 
strategy in current day organizations. 
 This thesis comprises of three studies. Paper 
1 outlines a definition of the phenomenon and 
discusses potential theoretical implications of 
the use of visual social media type of commu-
nication for strategizing. Paper 2 provides an 
internal open strategizing perspective on the 
phenomenon of online videos, with an in-depth 
ethnographic study of a large retail organiza-
tion. Paper 3 studies an internal strategy work-
shop video that accidentally leaked outside the
company and follows the external audiences´

gamified interaction with this video on public 
social media. 
 This thesis contributes to strategy as practice 
literature in three ways. First, it defines the 
phenomenon of online videos as visual stra-
tegic organizational communication. Second, 
it demonstrates that the use of online videos 
influences strategizing with their affordances, 
supports open strategizing, and may over 
time enable a dynamic of intimacy to emer-
ge. Third, it discusses why the underlying me-
dia infrastructure conditions strategizing in a 
specific way. Further, this thesis contributes 
to visual management studies by illuminating 
a type of visual communication practice and 
theorizing on how the affordances of visibility 
and visuality interplay with strategizing. Visi-
bility is highly related to transparency and the 
demand and desire for openness in contempo-
rary organization, whereas visuality enables 
us to create an emotional or sensory imprint 
of the message necessary for strategic buy-in 
and commitment. Together both of these build 
transparency, inclusivity, and intimacy for 
more open paradigm management and strate-
gizing. For future research, this study lays the 
ground to further explore the visualization of 
organizations as ways to execute the ideal of 
openness, authenticity, and non-hierarchy in 
organizations.
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