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Multiple Social Media in Practice – Investigating Emergent Work Practices
Karin Högberg

School of Business, Economics & IT, University West, Trollhättan, Sweden

ABSTRACT
Social media platforms have in the last decade been widely used in the workplace. Although many 
organizations use multiple social media platforms for different purposes, recent research has 
focussed on the use of single social media platforms and its implications for work practices. The 
present study focuses on multiple social media use in the workplace. This perspective embraces 
social media platforms used for both internal and external purposes, as well as social media content 
produced on third-party platforms. Moreover, few studies focus on how the use of multiple social 
media in the workplace affects existing work practices. Therefore, this study aims to examine how 
new work practices develop over time and how the workplace is transformed due to the ongoing 
use of multiple social media. The present study contributes to the Information Systems (IS) literature 
by emphasizing that the explicit features of “algorithmic phenomena” of social media platforms, 
like ever-changing algorithms and transparency, create the need for new work practices as well as 
new organizational structures.
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Introduction

The use of social media platforms at work has gone from 
more experimental use to develop into a prevalent part 
of organizations with the purpose of gaining value for 
both organizations and customers.1,2 Also, social media 
platforms have been considered among those technolo
gies causing the most transformative changes within 
organizations.3,4 Researchers discuss the use of social 
media platforms in the workplace as a “paradigm 
shift,”5 due to the fact that these differ from earlier IT 
used in and by organizations. Orlikowski and Scott6 

discuss this digital transformation of work in terms of 
“algorithmic phenomena.” They emphasize that algo
rithmic phenomena are different from IT seen earlier, 
and suggest that these new generations of technology, 
such as social media, go beyond previous generations of 
IT. For example, social media does not have a specific 
purpose in an organizational context, e.g., to make pro
cesses more effective. Instead, they are designed for 
private purposes and have been adopted by 
organizations.7 In addition, social media offers more 
flexibility when it comes to its usability and relies on 
how the individual user interprets it. This also gives 
social media platforms a lack of predictable purpose in 
organizations.8,9 Additionally, digital platforms differ 
from earlier IT due to their algorithmic foundation 
and the fact that their structure and content is constantly 
changing.10 It seems that these characteristic functions 

and affordances of the new technologies9 and their 
transformative power are changing formations of work 
and the nature of their organizations beyond the narrow, 
more traditional IT function. However, despite the 
emergent awareness on the increasing use of social 
media platforms in the workplace, the dynamics that 
emerge from its use in the workplace are poorly 
understood.3 Hence, it is relevant to focus on the “orga
nizing” processes to uncover how multiple social media 
platforms are used in practice within organizations and 
their effects for work practices over time. Scholars 
emphasize11–13the need for a more ecological approach 
concerning social media at work, especially on the use of 
multiple social media platforms in the workplace. That 
is, to take a comprehensive ecological method to study 
social media use for internal social media practices, out
ward-facing social media practices and social media 
interactions produced by stakeholders as well as user- 
generated content from third-party platforms and its 
implications on work practices.14

The present paper aims to study the use of multiple 
social media in the workplace in terms of how the use of 
multiple social media challenges existing work practices 
and organizational structures and how new ones are 
developed over time. The following research questions 
are asked: How does the use of multiple social media 
platforms challenge existing work practices and organiza
tional structures over time?
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This paper reports data from a longitudinal case 
study (2013–2021) of an international hotel chain and 
its local hotels that use multiple social media. 
Orlikowski’s12 theory of technology-in-practice will be 
used as an analytical lens. Hence, the attention is turned 
to the daily practices induced by the use of multiple 
social media in the workplace and how the use chal
lenges existing practices and organizational structures.

The next part of the article begins by discussing 
related research on social media platforms at work fol
lowed by related literature concerning digital transfor
mation and organizing. Thereafter, the use of 
Orlikowski’s12 theoretical framework of the “practice 
lens” is described. The research methods are then pre
sented, followed by the findings. Next, a theoretical dis
cussion is presented followed by conclusions and 
limitations of the study and call for future studies.

Related research

Social media at work

Early studies on social media platforms at work primar
ily focused on the use of particular social media plat
forms, such as blogs,15,16 Twitter,16,17 or wikis.18,19 To 
give some examples of these early studies, Schmallager 
and Carson20 studied how tourism corporations strate
gically used blogs in order to increase their online com
munication and promotion. They found that the 
corporate blogs were experienced as very time- 
consuming and that it was a challenge to create high- 
quality content consistently as well as find ways to pro
fessionally answer negative and positive comments. 
Zhao and Rosson22 studied employees’ use of Twitter 
for informal communication in the workplace. Their 
exploratory studies illustrate that the employees found 
it easy to share and gather useful information about their 
colleagues for personal interests. However, the study 
also illustrates that employees are suspicious about shar
ing due to lack of trust that the corporate firewall will 
keep the information within the organization. Pitafi et 
al.23 studied the relationship between the use of enter
prise social media and employee agility. They found 
a positive relationship between enterprise social media 
use and employee agility and therefore emphasize that 
the use of social media at work enhances employee 
agility. Shang and Sun24 investigated how enterprise 
social media can be useful in building and maintaining 
social capital within organizations. The results indicate 
that the social environment in the workplace has an 
important role in determining how employees use enter
prise social media.

More recently, researchers have started to focus more 
on multiple social media use. For example, Brooks and 
Califf25 studied multiple social media use from 
a technostress perspective. They found that there were 
relationships between social media-induced stress and 
negative job performance. Mäntymäki and Riemer26 

used a mixed-method approach when they studied 
how employees use ESM in forms on wikis and the 
value they attribute to that use. The study shows that 
the employees valued that social media could be used as 
a platform that improved dialogue and solutions for 
work-related problems. However, the study also reveals 
that informal and private discussions that were not 
work-related were highly valued by the employees.

Researchers have also explored how social media 
platforms can be used for outward-facing activities.27,28 

Here, many studies of government use of social media 
can be found.29–32 For example, Graham and Avery32 

studied local government officials in the United States 
and their use of multiple social media as well as their 
opinions of social media use by their community. The 
study established that government officials perceived 
a great importance of social media and found that 
Twitter and Facebook were most frequently used and 
that messages containing information about special 
events were most common. Demircioglu and Chen stu
died how employees working in public organizations 
were motivated to use social media for work purposes. 
The self-determination theory was used to analyze how 
government employees in the Queensland Government 
in Australia associate social media use at work with work 
motivation. The results show that the employees have 
a positive relation to the use of social media at work. 
However, the study also illustrates that too much social 
media use at work can have a negative effect on the 
employees’ motivation.

During the worldwide pandemic, a stream of research 
has investigated how social media platforms have been 
used for strategic communication by governments. Yang 
et al.33 studied how the local government in Wuhan used 
Weibo as a channel to connect with their citizens during 
the COVID-19 pandemic and how citizens and the gov
ernment engage. The study reveals that the government 
has used social media to respond to rumors. Furthermore, 
the study illustrates that the citizens’ engagement 
decreases when the government posts information con
taining information sources. Baranyai et al.34 studied 
challenges related to the use of Facebook by governments 
during the pandemic. They found that although the gov
ernment had a possibility of answering questions quickly 
and transparently on Facebook, there was often a lack of 
answers to questions asked by citizens.
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Social media use for marketing purposes is another 
broad stream within the outward-facing social media 
use.21,35,36Chatterjee and Kar1 studied small and med
ium-sized enterprises in India and their use of social 
media marketing. They found that both lack of technical 
competence and IT infrastructure were a challenge for 
the companies. However, the study also emphasizes that 
the companies used social media marketing due to its 
perceived lack of complexity, low cost, and effectiveness. 
How firms can engage customer in social media was 
studied by Drummond et al.37 who studied how firms 
can develop a social media marketing capability. By 
using an ethnographic content analysis of Facebook 
posts and Twitter posts from food producers, they 
found that four social media tactics were especially rele
vant for customer engagement: connection, engage
ment, co-ordination and collaboration. Tarnovskaya 
and Biedenbach38 took a more critical perspective 
when investigating the challenges of losing control 
over the corporate brand and failing to rebrand in social 
media. They found that the rebranding process is far 
more complex in social media platforms due to lack of 
control and unpredictability. Furthermore, they found 
that the customers were participating in the rebranding 
process, whether they wanted to or not, and highly 
influenced the corporate brand and corporate image. 
Salem and Salem39 focused on social media in relation
ship to customers’ value and brand consciousness and 
brand love. Their study based on survey method col
lected data from fashion customers in Malaysia. The 
results illustrates that there is a strong relationship 
between social media marketing and brand and value 
consciousness as well as brand loyalty.

Social media in hospitality

The hospitality and tourism industry has been remark
ably affected by the development of social media 
platforms.404141 Studies of social media use in the hos
pitality and tourism industry have mainly focused on the 
perspective of the consumers’ use and not on the orga
nizational point of view.42 There are obviously some 
exceptions. To mention some, Haro de Rosario et al.43 

explored how the world’s largest 50 hotel chains use 
social media and found that the size and age of the 
hotel influenced the use of social media. The authors 
discuss that their analysis reveals that the oldest hotel 
chains put more effort into using social media platforms 
as it can help them preserve their brand image. The use 
of social media for strategic communication purposes 
was studied by Papageorgiou et al.44 who focused on 
how entrepreneurs within the hotel industry seize the 
marketing opportunity that social media platforms can 

provide. The authors used a mixed method and carried 
out both surveys as well as interviews with hotel entre
preneurs in Cyprus. The results illustrate that although 
social media platform can be powerful in marketing 
practices, the hotel managers do not have the capability 
of using these platforms in their communication strate
gies. Halamani et al.45 investigated the effect of hotels’ 
business performance in relation to social media use. 
Their study, based on a survey in the Lebanese hotel 
sector, illustrates positive and significant relationships 
between the features of social media such as visibility on 
hotels’ performance. The management of online reviews 
was studied by Xie et al.46 who investigated how hotel 
management responded to online reviews and how they 
can be used to synergize consumer reviews to increase 
hotel performance. Their results indicate that there is 
a relationship between the three attributes of purchase 
value, hotel location, and cleanliness, which can influ
ence hotel performance due to the different reviews. Siti- 
Nabiha et al.47 studied social media use from 
a customer-relationship perspective. Their qualitative 
study reveals that hotel managers use social media plat
forms to create relationships with customers as well as 
trying to understand competitors. Furthermore, the 
study illustrates that the social media activities are linked 
to the management of a company’s brand reputation. 
Hence, the analysis of social media platform activities 
are used in decision-making as well as strategic 
development.

Theoretical framework – technology-in-practice

The technology-in-practice perspective or the practice 
lens has been widely used for studying technology use 
in the context of work. The practice lens highlights how 
technology is shaped by ongoing action. Therefore, the 
use of the practice lens as analytical tool shifts the 
attention from institutional properties to the user’s 
everyday activities.12 This lens also makes a distinction 
between the actual use of the technology and the features 
of the artifact. Orlikowski12 sees technology-in-practice 
as related to structure, which is routinely enacted as 
individuals use technology on a regular basis. That is, 
as long as individuals continue to use technology they 
are essentially creating and reconstructing structures of 
technology use. Hence, the practice lens differentiates 
itself from previous structuration models of technology 
by underlining the technologies-in-practice as repeated 
social practice instead of treating structure as embodied 
in the technology. This perspective is arguably interest
ing when studying social media in the workplace, con
sidering its flexible use and that it was originally 
designed to be used for leisure, not in workplaces.
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The practice lens can help uncover how users have 
radically different ways of using technology in different 
contexts and is therefore useful for uncovering the devel
opment of unexpected patterns of use. Therefore, this 
analytical lens can help uncover and explain, for example, 
how users improvise their technology use and what unin
tentional consequences this might have for organizations. 
Orlikowski12 uses three concepts when explaining the 
process of ongoing technology use. First, “facilities” refers 
to technology hardware and software. Second, “norms” 
discusses social conventions of the specific context. And 
third, “interpretative schemes” refers to the context and 
the users’ knowledge of the technology.

It is relevant to study how users interpret the technology 
and give it meaning in specific contexts in order to illustrate 
how similar technologies can be adopted and used in 
different and unexpected ways. Therefore, the practice 
lens “directs attention to how institutional phenomena 
are constituted in everyday activities, and how those every
day activities, in turn, are shaped by institutional influences 
and entailments.”48(p6) Therefore, this lens can help to 
develop the theoretical and empirical understanding of 
the evolving everyday work practices induced by multiple 
social media and therefore creates a possibility to recognize 
the emergent new organizational structures and work prac
tices. Due to the features of social media, for example, the 
persistent change of algorithms to which the user must 
adapt, it is arguably relevant to take on this perspective.

Research method

In order to study how the process of using social media and 
the strategies were developed and changed over time, an 
interpretive, longitudinal in-depth case study research 
approach was chosen.49 Interpretive case study research 
has the aim to understand both the context and process 
and how they affect each other.50 The choice of a single, 
longitudinal interpretive case study gave the opportunity to 
describe and analyze the timeframe of multiple social 
media practices, strategic decisions, and critical events dur
ing the eight years that the hotel chain was studied. Hence, 
the present study adopts a contextualized approach51 and 
focuses on gaining an understanding of the interactions 
between individuals and technology.52 Thus, the research 
in this study can also be described as practice-based, that is, 
it takes the nature of practice as its central focus.53

Introducing the longitudinal case study

The studied organization here is an international hotel 
chain with over 1,000 hotels and over 60,000 employees. 
In 2013, the hotel chain decided to start using social 
media and the process of implementing social media 

platforms both at a hotel chain level as well as in the 
local hotels started. The hotel chain was chosen as the 
case for the author’s PhD project in 2013 as it was at the 
starting point of using social media. Before 2013, the use 
of social media had been prohibited for the hotels within 
the chain. Although the PhD project ended in 2018, the 
author has continued to collect data on the ongoing use 
of social media in the hotel chain. Hence, the data 
collection has been taking place from 2013 to 2021.

Data collection

Various data was collected in order to capture and under
stand the practices related to multiple social media use in 
the workplaces.54 The data was mainly generated from 
individual, semi-structured interviews with employees in 
different work tasks and hierarchical positions within the 
hotel chain and in the local hotels. In total 65 interviews 
with 36 hotel employees were conducted. Of these, 37 
were follow-up interviews. These employees held posi
tions on hotel management level such as social media 
manager and e-commerce manager. Furthermore, 
employees at the individual hotels were interviewed, 
holding positions like hotel manager and sales manager. 
All respondents used social media at work. In line with 
the essential principle for interpretive case research,51 

respondents were identified continuously during the 
research period. The interviews took place in eight 
European countries between 2013 and 2021. The age of 
the respondents ranged from 23 to 55 and half of them 
were men, half women (see Appendix). Most communi
cation took place face-to-face at the workplaces of the 
hotels and the hotel chain’s headquarters in Europe, 
although some interactions were conducted over the 
phone. The interviews lasted between 50 and 90 minutes 
and were recorded and transcribed. The interview guide 
was developed to uncover the respondents’ actual use of 
social media platforms at work.

Furthermore, workplace observations have been 
conducted at the 14 hotels, before, during and after 
the interviews. The observations were different in 
nature depending on the situation. For example, non- 
participatoryobservations55 were made in the hotel 
lobbies before and after the interviews and in the 
offices at the hotels. During these observations, the 
work performed by receptionists and other hotel 
employees was studied, for example, managing cus
tomer complaints and issues raised during informal 
conversations. There were also more participatory 
observations.55 For example, the respondents showed 
their social media use by using their smartphones 
and iPads. In total, these observations covered 
approximately 70 hours of observations.
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In order to understand and follow the organizational 
social media use over time, continuous observations56 

were made on the hotels’ social media platforms. In 
total, 340 print screens have been documented and 
mapped. The online observations were especially impor
tant while following the hotel chain over time and the 
observations played an important role during the fol
low-up interviews. Also, 30 documents in total such as 
social media policies, strategies, corporate information, 
and guidelines were studied. Table 1 provides an over
view of the collected data.

Analysis

The present paper was guided by Pentland57 and 
“descriptive surface structure coding” which can be 
helpful when trying to capture and categorize important 
events, decisions, activities and announcements, along 
with the time at which they happened. The analysis 
evolved in continuous stages51 of working with the 
data sideways with the related research to improve 
insights over time. First, a close reading of the data 
material was done, which resulted in an open coding 
process of sorting out important and less important 
data. This process produced numerous empirical codes 

without any relation to theory. The first step hence 
developed an understanding of technology-in-use 
related to the use of social media platforms at the hotels. 
By taking this view, the present study explored and 
illustrates how the new work practices and workplace 
transformation emerged over time. This was followed by 
the development of a longitudinal timeline (see Figure 1) 
of the social media use over time where combined with 
illustrations of sequences and critical events such as the 
emergence of new work practices, work roles and hier
archical structures could be acknowledged and tracked 
in time.58

Furthermore, quotes illustrating critical events were 
chosen. The combination of timeframe, sequences, and 
critical events was useful when trying to uncover how 
the social media practices induced new work practices 
and workplace transformation over time. In the final 
analytical phase, the concepts of “facilities,” “norms” 
and “interpretive schemes”12were used (see Table 2). 
This was done in order to develop representative, domi
nant themes through the dataset. During the procedure 
of analyzing the empirical data, the evolving of new 
work practices, changes in organizational structures 
and the disruption of existing hierarchies was found, 
which finally led to three final categories: 1) multiple 

Table 1. Overview of the data.
Data sources Purpose Outcome

Interviews Obtain insight into the social media practices over 
time.

In total, 62 semi-structured interviews, including 34 follow-up interviews.

Online observations Gain insight into the work practices and follow 
workplace transformations over time through 
online observations.

Documentation of published social media contents. Answers and 
comments published on TripAdvisor and Facebook by the hotels. In 
total 340 print screens documented.

Workplace Observations Obtain insight and learn more about work tasks, 
routines and processes related to social media 
practices.

70 hours of observation at 14 individual hotels in eight European 
countries and hotel chain management head offices.

Written material Gain insight into hotel chain policy such as social 
media strategy, work practices and description of 
tasks.

Social media policy documents. Hotels’ own work flow charts of social 
media planning and strategy. Presentation material of social media 
guidelines. “Manuscripts” of answers to online reviews.

Figure 1. Timeline.
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social media in the workplace; 2) new work practices; 
and 3) emergence of new organizational structures and 
hierarchies.

Results

Multiple social media platforms in the workplace

The hotel chain and its hotels started to use multiple social 
media platforms in 2013. The data reveals that compared to 
competitors, they were late adopters of the new digital 
platforms. Many respondents working at local hotels 
expressed similar concerns with the lack of accessibility to 
social media platforms. They stressed that the hotel-chain 
management tended to be against giving the local hotels 
access to platforms that were important in creating rela
tionships with customers and managing the hotel brand. 
One of the hotel managers describes the situation by 
saying:

Those guys up there [hotel chain management] do not 
really know that much about Facebook. They have 
waited so long to let us [local hotels] use it and it’s 
been really frustrating. We have looked at all our com
petitors being out there but we have had our hands tied.

In the initial phase, the hotel chain focused its social 
media activities on outward-facing practices, for example, 
using social media for marketing purposes or advertising. 
These activities had little two-way communication, but 
instead focused on reaching a large audience. However, 
over the years, the customer-generated content on third- 
party platforms came to gain more focus. This was 
because, for example, online reviews had huge impact 
on the corporate brand. The data reveals that in 2013, 
when the hotel chain started to use social media, they had 
just started to pay attention to and manage online reviews. 
The hotels had ignored these reviews because they were 
out of their control, and published on third-party 

platforms. However, over time, the hotels recognized 
that these online reviews had a large influence on other 
hotel guests’ decision-making and hence became a top 
priority. That is, the hotels gave more attention to answer
ing online reviews and managing complaints in social 
media platforms. This illustrates the power of the algo
rithms and how it has transformed the relationship 
between organizations and their stakeholders.6,9

The hotel chain also used internal social media plat
forms in the form of a corporate blog. The purpose was to 
increase internal communication between the hotel-chain 
management toward the local hotels but also communi
cation between the local hotels. The hotel-chain managers 
wanted to create a mutual understanding of the usefulness 
of multiple social media platforms in the context of hos
pitality. This initiative came out of sprawling use of social 
media in the different hotels, and from different interpre
tations of the social media use. However, the blog was not 
used by the employees over time and in 2017 it was closed. 
One of the hotel managers (Karen) says:

Sure, people posted nice pictures of themselves with 
guests in the lobby, but what could I learn from that? 
I thought it actually became a bit embarrassing and 
I remembered that we made jokes about how tacky 
some of the pictures were.

Over time, the multiple social media use revealed itself as 
quite time-consuming and required that the employees be 
present in many different platforms during the day. The 
need for digital presence and quick interactions generated 
the implementation of supportive software. In 2015, hotel- 
chain management introduced an app, here referred to as 
“Circus,” that gave the employee notifications every time 
the hotel got a review that needed management, or when 
a guest used the chat to ask a question. Hence, the social 
media platforms (facilities)12 created a need for supple
mentary software that supported the employee’s social 
media presence and practices.

Table 2. Theoretical concepts used in the analytical process.
Theoretical 
Concepts Empirical data – technology in practice Illustrative quotes

“facilities” Social media platforms used, supportive IT, e.g. Google 
Analytics and software

“It’s not just Facebook you know, I use an app to keep track of all the 
comments and reviews, and then we need to understand Google Analytics 
in order to write statistics about it [social media use].”

“norms” Descriptions of social media use e.g. organizational routines, 
and descriptions of “dos and don’ts” in policies and 
strategies

“We have policies, but it is mostly write this, not that. We also have some 
courses we can take but I haven’t found the time.”

“interpretive 
schemes”

Assumptions, expectations and feelings of the social media 
use in the workplace

“I know that it is good for us but how many of our guests are actually using 
Twitter, really?”

Technologies 
in Practice

Individuals’ actual use (practice) of the technology artifact “Using social media takes a lot of planning, and a lot of strategy. You can’t just 
take a picture of a happy guest and post it.”

Organizational 
Structures

Technology in practice interacts with other organizational 
structures such as work task hierarchies

“I think it’s good that we got this new manager, but it also makes everything 
a lot more complicated. I can’t just put anything I want out there.”
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Evolving work practices

Over the eight years of the study, the use of multiple social 
media kept requiring new work practices and work respon
sibilities, both at the hotel chain level as well as in the local 
hotels. Starting in 2013, a social media manager was 
employed and was put in charge of the entire hotel chain’s 
social media use. The main responsibilities for the social 
media manager were to develop social media strategies on 
a hotel chain level as well as for the individual hotels. The 
starting point had implications for the employees at the 
local hotels as they were faced with new work practices. The 
hotels were prompted to use specific social media plat
forms, more , specifically, Facebook and Instagram for 
outward-facing communications. However, they were also 
encouraged by the hotel chain to choose several other social 
media platforms to be active in. This resulted in the local 
hotels using as many as five to eight social media platforms 
for different purposes. During 2013–2015 all local hotels 
were in charge of managing their presence in social media 
platforms. In practice, the local hotels had many different 
strategic actions. For example, some hotels focused more 
on social media advertising and marketing while others 
focused more on interactions with customers and creating 
relationships with their local community. In contradiction, 
the hotel-chain management wanted to put focus on mar
keting the entire hotel chain, not just the local ones. As 
a result, the local hotels used social media platforms in very 
different ways. For example, the hotels used diverse sets of 
multiple social media platforms or facilities6 based on the 
employees’ use of specific social media platforms in their 
private life. As a result, this meant that individual employ
ees that used and were familiar with Facebook or Twitter 
chose that specific platform to use at work. The distinctive 
characteristics of social media brought continuous changes 
in the work practices in the hotel organizations and created 
a need to constantly adapt work routines and practices. 
That is, the ever-changing features of these algorithms9 

had implications for the organizations. The following 
years (2016–2017), the work practices that grew out of 
social media use created several new challenges, such as 
understanding big data analytics, revenues, and algorithmic 
changes. The narratives reveal that this was an overwhelm
ing task and that the employees experienced that they did 
not have the knowledge or interest to do so. That is, the 
work practices enacted to the social media use increase over 
time and went far beyond producing content and publish
ing online. One of the marketing managers says:

It takes a lot of time to figure out what to post every day. 
Some days I just don’t manage it. And the pictures have 
to be good, you cannot just take a picture and post it. At 
the same time, they can’t be too good because then the 
guests don’t like them.

New organizational structures and hierarchies

In 2017, the hotel-chain management created a new 
organizational structure in order to create more control 
of the social media use. Both international and regional 
offices were implemented (see Figure 2). The interna
tional social media manager had a key role in this new 
organizational structure and was responsible for the 
hotel chain-level use of social media. Regional manager 
positions were created and put in charge of developing 
and implementing strategies for marketing at the local 
hotels in association with the regional e-commerce man
agers. Furthermore, the social media use created prac
tices that challenged existing organizational structures. 
To mention some, the online reviews published on 
third-party platforms were in excessive need of profes
sional management due to the transparency. However, 
these work tasks did not belong to the reception desks, 
as did other customer complaints. Instead, new depart
ments were developed at the local hotels, focusing on the 
third-party platforms and online reviews. This meant 
that the local hotels differed between the complaints 
made at the physical hotels and the ones being made in 
third-party platforms. This is also an example of the 
power the social media platforms gained over time, 
rearranging and challenging the relationship between 
hotel guests and the hotels. Evidently, this called for 
new knowledge and understanding that the interactions 
and service encounters performed in social media plat
forms were different from those taking place in the 
physical environment at the hotels and the employees 
that performed these tasks required different types of 
knowledge. One of the social media managers says:

It has become quite obvious to us that it is not that easy 
to respond to an angry guest on TripAdvisor. It is not 
the same as meeting them at reception. You have to be 
careful what you write, and how you write it. Our staff is 
trained to meet the guest in real life and when they need 
to meet them in social media, they get really uncomfor
table with situations that they meet every day in real life.

One crucial factor that led to new organizational struc
tures was the fact that local hotels and their individual 
employees tended to ignore the hotel-chain manage
ment’s social media strategies. Arguably, these structural 
changes in the hotel-chain organizations were developed 
due to the difference in interpretive schemes12 of hotel- 
chain managers and employees at the individual hotel’s 
technology in use.12 The local hotels’ social media chan
nels were shut down with the exception of their 
Facebook accounts. Instead, the social media manage
ment offices took over both the content production and 
the publishing. The new organizational structure 
included five levels of social media management (see 
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Figure 2). The reorganization resulted in a top-down 
organization of what was produced and published in 
social media platforms, both in terms of outward- 
facing activities and activities in third-partyplatforms.14 

In 2018, social media champions were introduced at the 
individual hotels. These champions were asked to “help 
out” with social media content, for example, by taking 
pictures.

Figure 3. Practice of multiple social media platforms.

Figure 2. Illustration of the workplace transformation.
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Discussion

The present study has investigated the organizational digi
tal transformations over time focusing on the use of multi
ple social media, that is, outward-facing, inward-facing and 
third-party platform use. The study shows how new work 
practices as well as new organizational structures and hier
archies emerge over time creating an extensive transforma
tion of the organization. This addresses the recent call for 
more in-depth investigation of the organizational chal
lenges induced by multiple social media use11 and how 
social media induce new organizational behavior.14,59

Theoretical contributions

The present research makes relevant theoretical contribu
tions to literature. First, this research contributes to theory 
by highlighting the “algorithmic phenomena”6 and there
fore sheds light on the features of social media platforms 
and more traditional IT in the workplace. Hence, light is 
shed on the digital transformation of the workplace 
induced by the features of social media, such as its flexible 
form, which has implications for individual users’ inter
pretations of its use and value and the power of the con
stant development of their algorithms and its effects on 
organizational work.9 Hence, this research contributes the
oretically to how multiple social media transform work 
practices within the organization. Due to the fact that the 
employees had different interpretations of the usefulness of 
social media platforms,14 the hotel chain’s social media 
strategies were overlooked. Instead, the individual employ
ees developed informal norms and routines when using 
social media platforms. Over time, this created a need to 
control the social media use and hence the hotel-chain 
management implemented new organizational structures 
with employees with work practices related to multiple 
social media use. The characteristic features of the social 
media platforms such as constantly changing algorithms, 
interactions, and networking induced the need for control.6 

Arguably, these features created more flexible interpreta
tions by users’ than earlier IT used at work.

Furthermore, it also puts lights on the presence that is 
required in order to manage social media platforms. 
However, the constant presence does not fit the existing 
work tasks and structures. To create mutual understanding 
of the multiple social media use the hotel-chain manage
ment implemented inward-facing social media activities in 
the form of an internal blog. The aim was to trigger knowl
edge sharing and create inspiration and motivation to use 
social media in a common way. However, the hotel 
employees did not want to use the blog and the project 
failed. The findings suggest that over time, the 
interpretations12 of the usefulness of multiple social 

media within the hotel organizations have shifted. In the 
beginning of the process of using multiple social media, 
there was a heavy focus on outward-facing activities, such 
as marketing and advertising on Facebook. During this 
period, there was little attention given to the social media 
interactions taking place in third-party platforms, mainly 
due to the lack of control over these platforms. The lack of 
control was interpreted as a reason not to get involved and 
use resources on content that could not be managed prop
erly. However, over time these interpretations shifted and 
resulted in a drastic change. That is, the third-party plat
forms were interpreted as the most important part of social 
media use due to their wide audience and effects on the 
organizational reputation. The substantial use of third- 
party platforms among the hotel guests is one reason for 
this, which also reveals the role social media platforms play 
in the specific context of hospitality (See Figure 3). 
Theoretically, this points out the explicit features of social 
media platforms and the implications the algorithms have 
on organizational work practices.6

The features of multiple social media include 
a persistent algorithmic change that orchestrates the 
actual use of social media in the organizations. While 
IT and digitalization have previously focused on stan
dardization and streamlining organizational processes, 
this paradigm shift in digitalization points out that the 
role of IT in organizations is shifting and new roles and 
structures are emerging,9 and that the organizations 
using social media platforms are no longer in control 
of the technology. The study illustrates how social media 
have induced workplace transformation, which has 
resulted in rather complex organizational structures 
with many new work positions at different hierarchal 
levels and collaborations within the organizations. 
Instead of making organizational work practices more 
effective, the use of multiple social media has created 
a need for new management, new structures and hier
archies in order to control, or try to control both what 
the organizations publish but also what is said about the 
organization in third-party platforms. Arguably, as dis
cussed by Mansour,19 the nature of the hotel organiza
tions and their established structures and work tasks 
were quite difficult to blend with the use of social 
media presence. One reason for this is that the hotel- 
chain management treated the social media presence as 
“stand-alone elements,” and not as an ecosystem.

Practical contributions

The present study also makes practical contributions by 
exposing how large, international organizations intro
duce and use multiple social media over time, and how 
the use has effects on existing organizational structures, 
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processes, and work practices. It also provides insights 
on the importance of who is managing social media in 
the organizations. The study reveals a wide range of 
individual interpretations of social media, for example, 
deriving from private use of social media, which can 
have implications for the organizational use of multiple 
social media and its outcomes. Hence, although the 
social media technology is not difficult to grasp per se, 
it is relevant for managers to appreciate the need to 
understand the ever-evolving algorithms and their 
effects on organizational work.

Limitations and future studies

The study has a number of limitations. The present 
study focuses on one hotel chain, therefore, it can be 
useful to add other hotels and hotel chains in order to 
increase the understanding of the specific context. 
Furthermore, the study is based on qualitative data, 
and future studies could gain from using a mixed- 
method approach. In addition, other theoretical lenses 
can contribute other perspectives when trying to under
stand the use of digital platforms in the workplace and 
the features of multiple social media platforms.

Conclusions

The present study addresses the research question of 
how the use of multiple social media induces work
place transformation over time. In order to do so, 
a longitudinal case study approach was followed. By 
following the introduction and use of multiple social 
media platforms in an international hotel chain over 
eight years, new work practices and organizational 
structures could be identified. The findings reveal 
that the features of social media platforms induce 
workplace transformations and that it is evidently 
difficult for organizations to be present in social 
media platforms without losing managerial control 
over the content. That is, the features of social 
media such as flexible interpretation, transparency, 
and ever-changing algorithms created the need for 
new work tasks and hierarchical structures. In sum, 
the present study can be helpful for practitioners by 
providing an illustration of the long-term use of 
multiple social media in a work context and its 
implications for work and organizations.
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Appendix

Respondents “International hotel chain” Position Age Number of interviews

Alan Social media manager 50 2
Amanda E-commerce manager 35 3
Anna Sales manager 34 2
Billy Customer relationship manager 38 3
Barbara Hotel manager 40 1
Carl Sales manager 25 3
Dan Sales & marketing manager 50 2
Denise Sales manager 30 2
Emma Marketing manager 35 2
Eric Sales manager 40 1
Fiona Sales manager 33 2
Felicia CRM-manager 40 1
Gary Marketing manager 40 1
Greta Marketing manager 40 2
Hanna Sales manager 35 2
Helena Marketing manager 25 2
Holly Sales manager 30 1
Ivar Marketing manager 35 1
Illona Marketing manager 40 1
Jessica Sales manager 40 1
Joel Sales manager 30 1
Karen Hotel manager 50 1
Kate Marketing manager 45 2
Louise Marketing manager 40 1
Maria Sales coordinator 25 1
Marcus Sales manager 25 1
Nathan Sales manager 30 1
Nelly Marketing Manager 33 1
Olga Marketing manager 40 1
Omar Sales Manager 45 1
Oscar Sales coordinator 25 1
Penny Sales manager 45 1
Patricia Marketing manager 45 1
Robert Sales manager 45 1
Sally Marketing manager 45 1
Samuel Hotel manager 50 1
Sebastian Sales mangaer 40 1
Theresa Hotel manager 45 2
Trey E-Commerce manager 45 2
Tommy Sales manager 50 2
Uma Social media manager 35 2
Vera Social media manager 30 3
Wilma Social media content manager 30 2
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