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This study investigates internal communication to mobile workers through internal commu-
nication channel intranet taking special focus on the internal communication to the em-
ployee group of pilots of the Finnish airline Finnair. The key characteristic of pilots’ work is
mobility: for pilots to perform their job, it is required for them to change locations. This cre-
ates various challenges for internal communication. As mobile work is an increasing phe-
nomenon, it makes this thesis interesting also in a larger working life scope.

The aim of this thesis is to find suggestions and solutions to how to enhance the communi-
cation with the pilots through intranet and how to activate the pilots to use intranet more.
This is done by investigating the literature and themes around mobile work and internal
communication and analyzing the results of empirical research conducted among the em-
ployee group of pilots. This research was conducted at the time when the company was
transferring internal communication from the old intranet platform to the new, modern intra-
net platform.

This thesis begins with introducing the case company, the research objectives and re-
search questions. After that, a thorough view of the literature concerning mobile work, in-
ternal communication, change management and Technology Acceptance Model is pre-
sented. After explaining the case study, conducted digital survey and arranged World Café
workshop method as the research methodology, the findings of conducted research is
showcased. Finally, conclusions and development ideas are proposed and areas of future
research are suggested.

The key challenge in internal communication through intranet to the pilots is reaching the
pilots. The mobile character of pilots’ work creates difficulties for internal communications
in accessing the company’s intranet both technology wise and timewise: intranet might not
be accessible all around the world and as there is low possibility to access the intranet dur-
ing work hours, pilots are required to use their own free time to familiarise their selves to
company’s internal communication in intranet. In addition to an employee to have a smooth
access to intranet, intranet itself should be easy to use. Also, the variety of different digital
tools used in the company and the unclear roles of these tools can cause resistance to-
wards the digital tools in general. In addition to these technical aspects, content of the in-
tranet should be relevant and interesting to its users for them to experience the intranet
useful.

To overcome the challenges in accessibility and the ease of use of intranet, new technical
solutions are required. More training of intranet usage should be provided to pilots in order
to enhance the perceived ease of use and usability of the intranet. The variety of digital
tools should be aligned and the roles and purposes of the tools should be communicated
clearly. Content enhancement should be made to make intranet more appealing and useful
to its users. In the event of change, change management and change communication
should be executed with care to enable smooth and permanent transition.
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1 Introduction

Airline business. What an alluring and mystical industry that even nowadays has a posi-
tively tingly and mysterious character. Wherever a pilot or a cabin attendant is present or
whatever they tell to the audience, they always catch attention. But how to catch attention
of the pilots and the cabin crew? And more specifically, how to catch their attention to-
wards their own organization and its state, news and happenings, that is internal commu-

nication?

This study focuses on internal communications and intranet usage of the employees of a
Finnish airline Finnair. The study aims to find solutions on how the internal communica-
tions could reach better operative employees and taking a special focus on the Finnair pi-

lots.

Finnair is a Finnish national airline founded in 1923. It is a network airline focusing in flying
between Europe and Asia. Finnair flies to 19 destinations in Asia, seven in Americas and
over 100 destinations in Europe (Finnair company website 2017). Finnair has over 5 000
employees and most of them are working in operations meaning they are on the go:
ground crew at the airport, technicians working on aircrafts in hangars and cabin crew and
pilots in the air. The company's strategy aims to accelerated growth, and so for example
the number of employees is growing rapidly. Currently Finnair has approximately 900 pi-
lots of which about 30 are female (Miettinen 2017).

The key characteristic of pilots’ work is mobility: the pilots do not sit at the office by the
computer with connection to internet based digital tools but fly above the clouds in a very
restricted environment and work in different destinations around the world. As mobile work
is an increasing phenomenon, it makes this thesis interesting also in a larger working life

scope. More on the topic of mobile work on chapter three.

The operative employees are a challenge to internal communications because of their mo-
bile work. This special character of their work gives space to the assumption that the pilots
are not easy to reach which creates more questions such as for example how engaged
pilots as mobile workers are towards the company’s internal communication and how they
see the usage of the main internal communication channel intranet. This research investi-

gates these questions.



In this thesis, internal communication refers to the employee communication between the
organizations’ communication department and the employee group of pilots. Internal com-
munication is crucial in order to keep the employees up-to-date and informed about the
company’s current affairs. It is also a key in maintaining and enhancing the employees’
engagement and commitment towards the company. The concept of internal communica-

tion is presented more deeply in chapter three.

This research investigates the intranet usage among Finnair pilots using company intranet
platform in February 2017. Intranet, where most of the internal communication takes
place, was renewed in April 2017. This study aims to build the comparable ground in intra-
net usage. New research should be conducted to see the effect in intranet usage after the
renewal. The new intranet is modern, responsive and easier to use on mobile devices. In
this renewal project, also content enhancements were executed for communications to

better reach the employees.

The thesis has six chapters. The thesis begins by introducing the context in which the
study takes place and addresses the objectives and research questions of this research.
After that, in chapter three, the subject is approached from the existing literature point of
view. Here, all the key concepts are introduced. The means and methods in conducting
this research are introduces in the methodology chapter, chapter four. Chapter five fo-
cuses on the findings of this study followed by chapter six where discussion and sugges-

tions based on the findings are presented.



2 Context of the project

The pilots are a challenge to internal communications because during their duty hours
they are up in the air and do not have a daily access to the main internal communication
channel intranet like office staff does. The pilots do not necessarily meet their managers
very often. On the other hand, in some cases face-to-face meetings with managers are
the best ways to reach the pilots. That is why it is challenging for the internal communica-
tions to reach the pilots to get them informed and involved in company communications.

In her thesis Petra Lempidinen (2016) studied internal communication from the cabin crew
point of view. In the thesis, she uses the definition of The International Air Transport Asso-

ciation (IATA) of the cabin crew as

Crew members that are not Flight Crew members and are designated to perform
safety duties in the passenger cabin in accordance with the requirements of the op-
erator and the Authority; qualified to perform cabin functions in emergency situa-
tions and enact procedures to ensure a safe and orderly evacuation of passengers
when necessary. Equivalent terms: Flight Attendant, Cabin Attendant. (IATA 2015,
2))

In her study, she found out that there is a need to develop systems and tools to better
support the mobile workforce. In the survey that she executed to gather information from
the cabin crew members it stood out that from all the company's electronic communication
channels intranet was performing the worst: in functionality 2,35 and in usefulness 2,76 on
the scale one to five number one being poor and number five being excellent. (Lempi-
ainen 2016, 37-39.)

As Lempidinen’s thesis excluded pilots in her study, there was a need to continue the re-
search where her thesis ended and deep dive into the internal communication from the pi-

lots’ point of view.

IATA defines Flight Crew as

The crew members essential to the operation of an aircraft, the number and com-
position of which shall not be less than that specified in the operations manual and
shall include Flight Crew members in addition to the minimum numbers specified in
the flight manual or other documents associated with the certificate of airworthi-

ness, when necessitated by considerations related to the type of aircraft used, the



type of operation involved and the duration of flight between points where Flight
Crews are changed.

For each flight, the Flight Crew members shall include the Pilot-in-Command (The
pilot designated by the operator as being in command of the aircraft and charged
with responsibility for the operational control and safe conduct of a flight) and may
include, as appropriate:

e One or more Copilots;

¢ When a separate flight engineer’s station is incorporated in the design of an air-
craft, one flight engineer especially assigned to that station, unless the duties asso-
ciated with that station can be satisfactorily performed by another Flight Crew
member holding a flight engineer license, without interference with regular duties;
¢ One member who holds a flight navigator license in all operations where, as de-
termined by the state of the operator, navigation necessary for the safe conduct of
the flight cannot be adequately accomplished by the pilots from the pilot station;

¢ One member who holds a valid license, issued or rendered valid by the state of
registry, authorizing operation of the type of radio transmitting equipment to be
used. (IATA 2015, 2.)

In this thesis, a pilot is considered as an accordingly trained pilot or co-pilot who is in an
employment relationship with Finnair flying regularly short-haul and/or long-haul flights to

Finnair destinations.

2.1 Objectives

The needs and objectives of this research were specified in discussions with the commu-
nication department representatives. As the intranet was on the renewal process, there

was a need for knowledge on intranet usage.

This research aims to find suggestions and solutions on how to enhance the communica-
tion with the pilots through intranet and how to activate them to use intranet more. When
suitable ways, processes and tools for communicating to pilots have been found they can

be expanded to concern communications also to other employee groups.

2.2 Theresearch questions

Objective of this study is to find solutions on how the internal communications could reach
better the Finnair pilots. This is done by investigating the literature and themes around in-
ternal communication and analysing the results of empirical research conducted among

the employee group of pilots.



Based on the findings of this research internal communication department has data and
knowledge of the pilots’ intranet usage. Also, conclusions and suggestion are made on
preferred channels and content, what the communicators can use as background infor-
mation for their decisions regarding internal communications and intranet in order to reach

and activate pilots better into using intranet.

Based on the objective, the following research questions ca be designed:

The main research question of this study is:

How to improve internal communications through intranet to better reach the Finnair pi-
lots?

This main research question can be divided into three sub-questions:

Research question 1:
What are the challenges for internal communication to reach the pilots?

Research question 2:
What are the characteristics of the most preferred intranet content?

Research question 3:

How to develop the usability of intranet?



3 Theoretical framework

Development work is never to be initiated from scratch: it has to always lean on theories,

methods and previous studies (Ojasalo, Moilanen & Ritalahti 2015, 53).

Since the internal communication to pilots consist of several variables, it is important to
understand the theories behind the variables. In in this chapter of literature review, the rel-
evant frameworks, theories and concepts are presented. The chapter introduces the cur-
rent knowledge of the phenomenon. The discovered frameworks, theories and concept
help the empirical research in the aim of finding answers to the research questions.

In the next sub-chapters, the essential concepts of this thesis are introduced. They are the
concept of mobile employees, the concept of internal communications and intranet, the
concept of change management and communication and the concept of technology ac-

ceptance model.

3.1 The life of a mobile employee

As the thesis narrows down to the pilots as mobile workers it is crucial to define and un-
derstand the concept of mobile employees. While the work mobility and remote work are
booming concepts in the modern era of work life, it is nothing new in the aviation busi-

ness. Mobility is a fundamental element of the pilots’ and cabin crew occupation. To per-

form their work, it is mandatory to be remote and constantly change location.

Mobile is defined as a quality of an individual who moves to and from different places and
works while travelling, utilizing information and communication technologies (Makinen
2012). Mobile work is a combination of technology, workplace organization, (inter-) organi-
zational procedures, and facilities and support systems allowing people to work at times

and locations of choice (Schaffers 2005, 3).

Mobility is required in many jobs, but it appears in different forms and in various degrees.
Some employees move around most of the time, and do so by necessity of their work. For
others, mobility is temporary. It may be compulsory, but is often voluntary (Wiberg &
Ljungberg 2001, 160).

The basic criteria for mobile work concern the concepts of time and space, and the inter-

relation between them. In her thesis, Lempidinen (2016) creates a time and space related



matrix of mobile work based on the views from Wiberg & Ljungberg (2001) and Cohen

(2010).

Particular time, anywhere Anytime, anywhere

independent | tasks can be done anywhere but at | tasks can be done independent of
a certain time or in a certain order place and time
white-collar or service work requir- | work reliant on light technology, no
ing live communication but no co- communication or no immediate re-
presence sponse needed

SPACE Particular time, particular place | Anytime, particular place
tasks must be done in a certain tasks must be done in particular
place at a certain time place but whenever
wark requiring co-presence, sea- wark reliant an immovable technol-
sonal work, emergency wark ogy, tied to a place but with no or

dependent open schedule

dependent TIME independent

Figure 1. Time-space matrix of mobile work (Lempiginen 2016, 7).

As the matrix shows, the researchers (Cohen 2010, 68; Wiberg & Ljungberg 2001, 167)
conclude that actually few tasks can be done truly anytime, anywhere. As Lempidinen for-
mulates it, there are places that need to be visited to get job done, and there are
timeframes and deadlines that need to be followed (Lempiédinen 2016, 7).

Perry, O’'Hara, Sellen, Brown and Harper (2001) address the question of anytime, any-
where from the standpoint of access to for example corporate email, documents or intra-
net. They point out that the notion of “anywhere” assumes a geometric notion of space in
which all places are assumed to be functionally equivalent. “Anywhere” also holds a no-
tion of space in terms of different properties and social norms governing the kinds of activ-
ities that can take place there. In sum, anywhere access is possible, but may not be ac-
ceptable. “Anytime” often assumes a linear notion of time, as opposed to the “anytime”
characterized by the social norms and properties of time that affect information access

and communication behavior. (Perry & al. 2001, 326.)



In the mobile work of a pilot, “anywhere” access to for example internal communication
channels is possible in theory since basically the globe is equipped with internet connec-
tion, but in practice the stability of the connection varies. Also, in theory, “anytime” is pos-
sible but then there is again a question of reliability of internet connection, and other ques-

tions related for example employees working hours versus free time.

In addition to the framework of mobile work being understood as time and space related,
mobile work has been investigated and defined by the relation between mobility and the
performance in work-related tasks and by the nature of the mobile works voluntariness or
compulsion. Cohen (2010, 70) defines these three types of mobile work by the relation-

ship of mobility to the accomplishment of work tasks:

e Mobility as work: workers whose object is the achievement of motion, such
as cycle couriers, truck drivers or pilots. This has to do with movement of
people, goods or vehicles between places. Some workers in this group can
control the temporal ordering of work (for example cycle couriers) or their
routes (taxi drivers), whereas other workers have little (bus driver) or no
(flight assistant) control over route or temporality. Mobility as work is de-
pendent on place and usually time, but involves spatial maps or
‘workscapes’ peculiar to the task.

¢ Mobility for work: workers whose work is not movement itself but necessi-
tates movement, such as district managers, sales representatives or
plumbers. Their work is scattered, tasks may be short or long and mobility
is required to perform in the job.

e Working while mobile: workers whose work may be accomplished while
moving or in multiple locations, but could equally be accomplished in a sin-
gle location, such as office workers. Formally working while mobile is a
choice, but circumstances may force to mobility. ICT transformation have
expanded the tasks that it is possible to work while mobile.

As Cohen (2010, 65) puts it, working while mobile is usually seen as white-collar phenom-
enon while mobility as work and mobility for work involve more diverse occupations, and
have been disregarded from sociological analysis of mobile work. From these three forms
of mobile work, working while mobile is the most researched one. Cohen (2010, 66) un-
derlines that this is controversial since most spatially mobile workers are the employees

whose job involves mobility as work and mobility for work.

Mobile work has always had a tight interrelation to ICT. Cohen refers to Toffler (1980),
who initiated the trend of linking mobility, technology and freedom, and criticizes the pre-
vailing view, that even though more critical studies have been conducted, there is still a

strong connection between mobility and ICT. (Cohen 2010, 67.)



Lilischkis is one of the researchers who is investigating the concept of mobile work from
the ICT point of view. Lilischkis (2003, 3) looks at the construct of mobile work from the
level of the individual physical mobility, and introduces five categories by the de-

tachedness of the of the workplace:

on-site movers, whose work requires movement around a certain site
yo-yos, who are occasionally working away from a fixed work location
pendulums, who work alternate at two locations

nomads, who work at changing fixed locations and

carriers, who work on the move transporting goods or people.

Lilischkis refers to these classifications also with a term of multi-location work: while mo-
bile work stresses the ability to move workers and tools, multi-location work has a conno-
tation of being able to work at numerous different places. While the definition of multi-loca-
tion work fits with on-site movers, yo-yos, pendulums and nomads, it is to be noted that it
does not fit to the grouping of carriers. The carrier group indicates that usage of a vehicle
is needed to perform the job. Examples of the carrier employee groups are train conduc-
tors, aircraft flight crew, sailors and taxi drivers. (Lilischkis 2003, 3; 6.)

In the context of this research, the mobile character of the pilots’ work is most accurately
described by Cohen’s (2010) description of mobility as work and Lilischkis (2003) defini-

tion of carriers.

While the time, space and physical mobility may differentiate the characteristic of mobile
work, the necessity for user friendly, effective and functional digital tools remain in all of
the presented models of mobile work. One of the main challenges for a mobile worker is
the accessibility to digital tools. Similar to the office workers, the pilots and the cabin crew
need to receive and send information in digital environment to perform their work, using
several tools such as email and work-related operational systems. For these tasks, mobile
devices, such as laptop computers, tablets and mobile phones are essential. For a mobile
worker, mobile devices are mainly personal tools to create, process, transmit, store,

share, use and dispose of work-related information, such as records (Makinen 2012).

Perry & al. (2001, 342) note, that information access in not simply about having the capa-
bility to pull the appropriate document across a network, but also how the document is
used and whether it is in the appropriate form for viewing and interaction. Due the variety
and complexity of communication technologies, personal information management plays a
significant role in an employee’s work processes, disregarding whether the employee is

sitting in the fixed office or working remotely (Mékinen 2012). As the personal information
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management skills differs between individuals, success in executing the task varies.
Working in the mobile environment demands certain devices and know-how but many mo-
bile workers are willing to familiarize themselves with the devices only enough to carry out
their work tasks (Makinen 2012).

Technology wise, there are ways to ease the pain of the mobile workers. To enhance the
acceptance and usability, developing information systems which support mobile work bet-
ter would also improve records management in the mobile working environment (Mékinen
2012). Technologies should be lightweight and highly tailorable information and devise

sets, rather than highly specific, integrated systems (Perry & al. 2001, 345).

One of the problems faced by mobile workers away from the office environment is how to
maintain informal awareness of what is going in the company and how to maintain a
sense of community (Perry & al. 2001, 341.) In other words, how to get and remain en-
gaged.

William A. Kahn (2010), the acknowledged father of the engagement concept, addresses
engagement from individual point of view, and builds the concept of engagement on the
earlier studies of work motivation, where workers were assumed to be either on or off.
Kahn (2010, 20) refers to his earlier definition (Kahn, 1990) and sees engagement so that
employees offer up different degrees and dimensions of their selves according to some
internal calculus that they consciously and unconsciously make. Welch (2011, 332) under-
lines the significance of Kahn’s (1990) definition of individual’s work engagement as har-
nessing of organizational members’ selves to their work roles: in engagement, people em-
ploy and express themselves physically cognitively and emotionally during role perfor-
mance. Kahn (2010, 22) argues, that there are three crucial elements affecting to whether
people are to be engaged or not: feeling of meaningfulness of the engagement, sense of

safety in engaging and availability of engaging.

As people engage when they feel it is in their interest to do so, a basic strategy in enhanc-
ing the engagement of others, is to help to align their interests. Engagement can be sup-
ported by making people see the meaning in what they do by, for example, clearing roles
to make people express their selves accordingly, clarifying correlation between work ac-
tions and rewards and making the measurement systems by which they are evaluated vis-
ible, fair and fair. All this requires interaction with other people. Work has more meaning

when people are joined with others. (Kahn 2010, 22-24.)
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Kahn (2010) refers to safety in forums where people represent themselves. The safety of
a forum, that is whether an employee feels secure in participating, addressing difficult is-
sues and speaking up, defines whether the employee shall engage or not. Here, a leader
plays a significant role in giving or not giving the availability to engage. In engagement
perspective, it is a leader who needs to balance between being close enough to an em-
ployee to give support but distant enough to give an employee an autonomy of their work.
In enhancing the level of engagement, leader’s task is also to provide open and functional
collaboration and communication between different teams, groups and divisions to make

meaningful co-operation and engagement available. (Kahn 2010, 25-28.)

Once a person has been engaged, it is not to be said the person will stay engaged in the
future. Kahn (2010) underlines that employee engagement is delicate and fragile, yet quite
resilient. The researcher describes employees’ senses as sophisticated radars that are
constantly looking around for signals whether their engagement matter, how safe they are
and whether their leaders truly welcome and know that to do with them. Even if the en-
gagement is lost, there is hope. Kahn (2010) highlights that people have desire to engage,
and they have an instinctive drive to express who they are, who they want to be and when
they have a change they will do it. (Kahn 2010, 29-30.)

In literature, employee engagement is approached also from the organizational point of
view. Welch (2011) defines organizational engagement as a dynamic, changeable psy-
chological state which links employees to their organizations, manifests organization’s
member role performances expressed physically, cognitively and emotionally, and influ-
enced by organization-level internal communication. Welch highlights that employee en-
gagement is a crucial factor affecting organizational effectiveness, innovation and compet-
itiveness. In developing employee engagement internal communication plays a significant
role as it can convey the values of the organization to all employees, involve them with the
goals of the organizations and enable employees to identify with the values of the organi-
zation. (Welch 2011, 328-329, 339-341.)

Welch (2011) refers to the discussion of engagement’s fundamental nature: whether it can
be seen as an attitude, a psychological or motivational state or a personality trait. This
multidimensional perception of engagement is useful for communicators as it highlights a
need for employee communication to understand and serve internal stakeholders’ core
communication needs (trait) as well as surface communication needs (state and attitude).
(Welch 2011, 335-336.)
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Even though the concept of engagement is enticing and interesting element in internal
communication, due the limitations of this thesis, the concept of engagement is not inves-

tigated further.

From the pilot point of view, accessing the information can be challenging, as can be
reaching pilots and getting them engaged from the internal communication standpoint.
Now, that the concept of mobile work and mobile employees has been discussed, it is cru-

cial to define the meaning of internal communication.

3.2 Company communications: what, where and to whom?

In this chapter, the concept of internal communication is addressed. As the thesis focuses
in the internal communications for pilots, the construct of internal communications needs
to be looked closer. What is internal communications? How does it differ from the other
methods of communications the company exercises? What are the characteristics that
make internal communications effective? What are the pitfalls that should be avoided and
on the other hand areas of development?

In short, communication is defined as transmission and exchange of information between
individuals or systems (Kuutti 2012, 223). One of the first, and the most referred, models
in the field of communication is the Shannon and Weaver model from the 1948. This linear
model consists of a sender as information source, transmitter, channel through which the
message is sent, receiver and destination as a person who receives the message. During
the transmission, the message may be distracted or affected by external noise, and this
can affect the message in the destination. (Kuutti 2012, 172, Fiske 2000, 20.) This model
has acted as a fundament for various modifications and extensions of communication

models.

This view has also been much argued due its approach in concentrating communication
only as transferring message. In addition of transferring the message, communication is
considered as creating meaning and generating community. These approaches have
been considered as contrasts of each other but they can also be seen complimenting
each other. (The learning materials of the University network of Communication science
website 2017.)
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As this research focuses on the communication in a specific company, it is adequate also
to define the meaning of corporate communication. Cornelissen (2014, 5) describes cor-
porate communication as “a management function of all internal and external communica-
tion with the overall purpose of establishing and maintaining favorable reputations with
stakeholder groups upon which the organization is dependent”. Corporate communication
includes several areas of communication such as media relations, investor relations, pub-
lic relations, environmental communication, labor market communication (recruitment), is-
sues and crisis management, change communication, internal communication to employ-
ees and corporate advertising (Cornelissen 2014, 4; Welch & Jackson 2007, 181). In cor-
porate communications, communication is defined as the tactics and media that are used
to communicate with internal and external groups (Cornelissen 2014, 7). The goal of cor-
porate communication is to create and develop the relationships between an organization
and its stakeholders and to have an influence on the image that the stakeholders formu-
late of the organization (Isohookana (2007, 189).

In Cornelissen’s and Isohookana’s description of corporate communication above, several
key elements stand out, such as internal communication, external communication, reputa-
tion and stakeholder.

The difference between internal communication and external communication will be dived
deeper into in a moment. But first, reputation and stakeholder concepts are briefly intro-

duced.

In communications, reputation is referred as an individual’s collective representation of
past images of an organization established over time through communication or previous
experiences (Cornelissen 2014, 7). In other words, reputation is an outcome of an en-
counter of a picture created by the means of external communication and a picture cre-
ated in a human mind. A good reputation assists the company to gain justification to its
existence, increases company’s attractiveness, brings added value to its products and
services and encourages the organization to develop its operations. (Cornelissen 2014, 7;
Kuutti 2012, 111). Cornelissen (2014, 3) emphasizes that the core task of corporate com-

munication practitioner is to build, maintain and protect company reputation.

Cornelissen cites Freeman (1984 in Cornelissen 2014, 44) stakeholders as any group or
individual who can affect or is affected by the achievement of the organizations’ s objec-
tives. Koschmann (2016, 1) quotes Laplume, Sonpar and Litz (2008) in introducing a key
thought in literature on the meaning of a stakeholder: an organization exists within an ex-

tensive network of interdependent relationships with other organization and components,
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and should therefore be managed in the interest of all legitimate stakeholders who can af-
fect or be affected by the organization. Finnair as an international stock company has sev-
eral different stakeholder groups for example shareholders, customers, competitors, me-
dia, the board of directors, employees, regulators, unions, suppliers, global and local as-

sociations, alliances, partners and upper level schools.

3.2.1 The concept of internal communication

At this point, it is time to concentrate to the differences of internal and external communi-
cations. Kuutti (2012, 197) explains internal communication as communication within the
personnel of an organization through different channels, for example an internal magazine
or intranet, and external communication as communication addressed towards the society
through for example mass media. In other words, while internal communication is ad-
dressed to the employees of an organization, external communication aims to reach exter-
nal stakeholder groups. However, the line between internal and external communication
isn’t always this simple. Welch and Jackson (2007, 180) remind that internal communica-
tion becomes external communication in a click when an email is forwarded to the media
or a newsletter taken home. Welch and Jackson (2007, 180) underline the dual role of an
individual: an internal employee can at the same time be a company’s shareholder and

customer.

Isohookana (2007) draws a picture of internal communication as a center of an organiza-
tion’s communication that is surrounded by external communication, that is marketing
communication and corporate communication. The success of internal communication can
be seen and sensed outside of the company and in that way internal communication af-
fects stakeholders’ images of the organization, its products and services. From this stand-
point, internal communication supports corporate communication and marketing communi-

cation and also other way around. (Isohookana 2007, 221.)

Cornelissen (2014, 279) defines internal communication as all methods, such as internal
newsletter and intranet, used by a firm to communicate with its employees. Welch and

Jackson (2007, 182-183) emphasize Cornelissen’s view on the need to consider the me-
dia and message content in internal communication but criticize the definition because of

its missing linkage to strategic management.

As this research aims to find solutions concerning company’s internal communication, it's

relevant to define more comprehensibly the construct of internal communication.
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The first question addresses the name of the construct: how should internal communica-
tion actually be called? Researchers approach internal communication with terms like staff
communication, employee communication, employee relations, industrial relations,
change management and leadership communication (Smith and Mounter 2005, 7, Cornel-
issen 2014, 28-29). The question articulates well the multidimensionality of internal com-

munications.

The question of how internal communication should be called, has one answer in itself:
the key stakeholder group of internal communication is clear, it is the employees of an or-
ganization. Welch and Jackson (2007) introduce a framework of internal communication
which at the same time differentiates stakeholder groups and provides tools to focus on all
employees. They put together internal communication with different groups with different
stakes within an organization and end up with identification of participants in different lev-
els of organizations: all employees, strategic management (CEOs, senior management
teams), day-to-day management (directors, head of departments, team leaders, division
leaders, the CEO as line manager), work teams (departments, divisions) and project
teams (internal communication review group, company’s email implementation group).
This construct suggests a series of interrelated dimensions of internal communication and
underlines Welch’s and Jackson’s point of internal communication as strategic manage-
ment of interactions and relationships between stakeholders within organizations across a
number of interrelated dimensions including internal line management communication, in-
ternal team peer communication, internal project peer communication and internal corpo-
rate communication. (Welch & Jackson 2007, 183-185.)

Based on the finding of key stakeholder group, the aim of internal communication can be
defined. In addition to its earlier introduced role in supporting marketing communication
and corporate communication, Isohookana (2007) defines the goal of internal communica-
tion as to unite together employees, employee levels, departments and processes and to
create and develop company’s identity and internal relationships to ensure that the objec-
tives of an organization is accomplished. Isohookana specifies the objects of internal com-

munication to

engage to company strategy, vision and values

engage and motivate to company goals and result-oriented actions
streamline everyday work tasks

inform matters

impact on the effective use of resources

create a positive atmosphere and the sense of community
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e prevent and manage conflicts
o effect and engage to company culture and company identity
o effect company image and brand. (Isohookana 2007, 221, 223).

Welch and Jackson (2007, 192) completes the list of aims with an awareness of organiza-

tion’s changing environment and understanding of its evolving aims.

As acknowledged here, internal communication has several goals. To achieve these
goals, wide selection of messages need to be delivered through the most suitable chan-

nels. Let us next look into the types of internal communication.

Internal communication exists in several places and situations, that can be divided for ex-
ample as management communication, corporate information and communication sys-
tems, communication between functions, staff communication and change communication
(Cornelissen 2014, 164, Isohookana 2007, 226).

Management communication refers to two types of leadership communication: communi-
cation from the organization’s executives to employees with an aim to communicate the
company strategy, vision, goals and status, and communication between an employee
and a manager, which is often related directly to the specific tasks and work performance.
As leading individuals is foremost interaction, these types of communication also include

the elements of listening and giving feedback as key factors of success in communication.

Corporate information and communication systems is considered as technologies and

communication systems that broadcast corporate decisions and developments to all em-
ployees across the organization in order to keep them updated about corporate matters,
intranet and emails, for example. The content in these systems is usually general rather

than specific.

Communication between functions is crucial to ensure the prosperity of an organization.
An organization is a sum of its functions that need to work well together and understand
each other, in which fluent communication flow is crucial. Staff communication is seen as
human resources communication in interaction with an employee, HR department, man-
ager and executives: for example, information of recruitment, company policies, payroll,

employment and more and more of talent and development.

Change communication is crucial in the time of change: the way a change is formulated,

announced and explained to employees are key elements in adopting or neglecting the
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change. Change communication is mostly directed from up from the executives and man-
agers to down to employees, but it also requires interaction between the levels. (Cornelis-
sen 2014, 164-165; 224; Isohookana 2007, 227-234.) Chapter 3.3 elaborates the concept

of change communication.

As introduced, there are several types of communication within an organization. The vari-
ety of communication types urges the demand of the communication to be effective. Tour-
ish and Hargie (2009) argue that organizations that communicate effectively perform ef-
fectively. They claim that in order to build successful business, it is a core requirement to
communicate with employees since better informed and involved employees can help
build better organizations (Tourish & Hargie 2009, 26).

Creating and conducting effective communications puts communication skills in the focus:
information exchange — in all its forms from sharing information, giving and receiving feed-
back, commenting on different issues and proposals, attending meetings — is central to
the effective performance of the management function as is the openness of communica-
tion and the personal style of a communicator. Tourish and Hargie (2009) refer to Welch
and Jackson (2007) who describe promotion of a positive sense of belonging to the em-
ployees and consequent creation of relationship characterized by commitment as one of
the key goals of internal communication. (Tourish & Hargie 2009, 8-9.)

This positive communication is shown to have an improving impact in overall performance
in different studies. In the studies, these communication actions have not been compli-
cated acts of a magician but small adjustments. As Tourish & Hargie (2009, 10-13) pult it,
internal communication programmes that make significant improvements are often char-
acterized by their simplicity and they are often designed by a creative approach to ensure

the maximum amount of interaction between as many groups as possible.

Tourish and Hargie (2009, 18) point out, that effective organizational communication fulfils
the personal needs of an employee and answers the questions like “what is my job, how
am | doing, how are we doing, how do we fit in to the whole, does anybody give a damn,

how can | help?” and through that promotes organizational cohesion and effectiveness.

As already described earlier from the external communication point of view, it is not indif-
ferent how the internal communication is managed. Coherent internal communication ena-
bles the organization to present a consistent and clear image to its external publics (Tour-

ish & Hargie 2009, 24). An organization is a totality from which internal communication
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cannot be excluded: all communication is part of an integrated whole (Welch & Jackson
2007, 180).

All this communication presented above has to flow in channels. Some of the communica-
tion occurs in face-to-face situation, which is widely seen as the most multidimensional
and the richest way to communicate. Face-to-face communication enables straight feed-
back and the exchange of information is in a more personal level than in other communi-
cation means (Lipiainen, Karjaluoto & Nevalainen, 2014, 278). Face-to-face communica-
tion as two-way communication is considered ideal in studies, but it is unrealistic to sug-
gest internal communication to be conducted primarily in face-to-face dialogue (Welch &
Jackson 2007, 187).

So, in spite of the request for two-way, face-to-face communication, more and more infor-
mation is distributed in digital channels. One-way communication is appropriate when
message consistency is important and in these circumstances, it is a necessary strategic
choice to decide the used media, whether new release, video, website or newsletter
(Welch & Jackson 2007, 187).

Digital channels have taken over the printed channels during this century. In the earlier
days, it was common that an organization published regularly a staff magazine that was
delivered to all of its employees. So did Finnair still a few years back. Due required com-
panywide efficiency improvements and the ongoing development of digital tools, channels
and applications, internal communication has moved into the digital world. As social media
platforms have rushed in, internal communication has adopted features and applications

also from there, such as Yammer.

Companies adopting new digital tools aim to use the tools in communicating with employ-
ees, facilitating two-way conversations, gathering ideas, giving feedback, triggering
greater engagement and motivation and encouraging employees to contribute to organi-

zation’s strategy (Lipidinen & al. 2014, 276).

In their study of a Finnish multinational industrial corporation with a long history, Lipidinen
& al. (2014) counted as digital tools’ advantages the easiness and fastness of use, review-
ability and revisability, possibility to store information, ability to use new tools (such as
blogs) to communicate company spirit, ability to communicate with people around the
world and in different time zones and increase of flexibility of work. The major challenges
in using new digital tools the researchers found were related to the lack of clarity, employ-
ees’ different habits in using different channels, information overload, diminished feedback
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and minimal social cues, feeling of formal communication preventing development of per-
sonal relationships and pronounced direct, provocative and aggressive communication
style. Based on these findings, the researchers highlight the importance of informal face-
to-face communication as relationships are easier to build and nourish when meeting per-
son to person as it is via digital channels and the role of digital channels in more formal
communication. Also, the introduction of new technology should be considered carefully
and the digital tools and their usage should be well organized. Along with the launch of
new digital tools, clear common guidelines should be provided to all users as well as infor-
mation how tools are used within an organization and is responsible for what. (Lipidinen &
al. 2014, 281-284.)

On the other hand, although social media channels are considered limited in their ability to
carry social information in comparison to face-to-face interaction, social media channels
can facilitate complex information distribution due their rich features, like webcams, em-
bedded audio and video, commenting, sharing and online chat functions (Men & Hung-
Baesecke 2014, 448).

On the contrary to the research of Lipidginen & al. (2014) of a Finnish company, Men
Hung-Baesecke’s (2014) research of Chinese medium-sized and large corporations’ em-
ployees end up in different results in internal use of social media tools. The researchers
state that according to the participants of the research, benefits for social media in internal
use were making connections and communication, seeking for information, building com-
munity, managing personal identity, empowerment and entertainment. Men and Hung-
Baesecke underline that when workers get encouraged to participate in the company’s so-
cial media communication channels, the communal environment would empower them to
join the conversation, provide feedback, comments and share information. (Men & Hung-
Baesecke 2014, 458.) As social media platforms are rather new elements in the variety of
internal communication tools, there is a need for deeper research in the benefits, down-
sides and effect in different organizations and different cultures of using them as internal

communication instruments.

Despite the new and developing digital tools available for companies for internal commu-
nication and willingness to introduce them within an organization, traditional communica-
tion channels are in favor among the employees. Whereas email remains the most com-
monly used digital communication channel, Lipidainen & al. (2014) refer to a study by Friedl
and Verci¢ (2011) that found out that employees born in the 1980’s, who are widely con-

sidered as digital handy and savvy, prefer traditional internal communications channels at
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their workplace while having a strong preference in social media tools and applications in
their personal lives. (Lipiainen & al. 2014, 277-278.)

Now, that the construct of internal communication is presented, it is time to introduce the

communication channel in the spotlight of this thesis, intranet.

3.2.2 Definition of intranet

As this research concentrates on intranet as the main channel of internal communication
to the pilots, it is crucial to understand the definition of intranet. Intranet has been defined
as a form of distributed information infrastructure that unifies geographically dispersed
work forces, as a database and a channel of internal communication and as an intraor-
ganizational internet technology based on data transmission network (Lai 2001, 95; Iso-
hookana 2007, 278; Kuutti 2012, 61).

Lai (2001, 98-99) describes the meaning of intranet in organizations to empower employ-
ees around the world through a communication tool supporting collaboration, interaction
and enable real-time sharing of corporate information, such as documents, forms, news,
policies, phone directories, product specifications and pricing information across functional
boundaries and organization levels. Lai (2001, 98-99) sees that intranet can help employ-
ees to distribute and communicate their ideas more readily and in that way, enable them
to be more involved in the decision-making process, improve their work performance and
decision quality by providing corporate data access and intraorganizational communica-

tion.

Lai (2001) writes that in today’s dynamic business environment, corporate decisions about
adopting new technological innovations, such as intranets, are influenced by expectations
that the systems will have a positive impact on business processes and organizational
performance. Based on his research he noticed that intranet contributes more significantly
to employee and organizational performance in larger organizations than in smaller organ-
izations, but the extent of intranet usage does not necessary indicate an equivalent extent
of optimal intranet use within the organization and its employees. (Lai 2001, 95; 98.) In
other words, it is not enough for intranet to exist. For intranet to be utilized to the maxi-

mum, it needs to be useful for its users.

From individual employee’s standpoint, using — or not using - intranet is a matter of per-

sonal information management skills, what Mékinen (2012) highlighted in the previous
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chapter concerning the mobile workers. Lai (2001, 99) sees, that intranet allows users to
take responsibility for creating and maintaining their own data, and refers to his research,
where the respondents rated intranets as producing most critical effect on the document
management process, trailed by data management, distributed processing, business and

communication processes.

In addition to the construction of intranet as an information and data management tool, it
is also considered as a channel for interorganizational collaboration and interaction. In this
field, intranets face competition from conventional groupware products, such as in Yam-
mer, Sharepoint and Office365 tools used at Finnair. Lai (2001, 100) points out that in the
end, it is not about technology but how the technology is used to improve employee per-
formance: successful collaboration requires positive input from employee as well as a
good fit between task and technology. For intranet, it is crucial to offer a set of standard-
ized communication capabilities that support daily business collaboration activities (Lai
2001, 100).

State-of-the art technology needs to be properly planned to fit the need of an organization,
carefully adopted and widely launched for the organization to benefit the system compre-
hensively and to make the intendent users to use it successfully. A greater extent of intra-
net implementation can motivate the organization to apply more effort exploiting the tech-
nology and gain competitive advantage (Lai 2001, 99).

3.3 The framework of Technology Acceptance Model

As discussed earlier in the chapter 3.2.1, increasing amount of communication occurs in
digital channels. Digitalization has affected strongly also internal communications. At the
same time, the flood of information and the expansion of digital channels are exhausting
the audience and provoking resistance to new digital tools. For a digital tool or application,
it is crucial to find the intended users and stabilize the usage of the application among the

users.

The Technology Acceptance Model (TAM) is a framework that aims to explain factors ef-
fecting on a person’s attitude on an information system. TAM theorizes that a person’s in-
tention to use a system is determined by two elements: perceived usefulness and per-

ceived ease of use. TAM argues that on intention to use, the effects of external actors,
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such as information system characteristics, development process and training, are medi-
ated by perceived usefulness and perceived ease of use. Studies claim that TAM explains
typically about 40% in usage intentions. (Venkatesh & Davis 2000, 186-187.)

3.3.1 Perceived usefulness and perceived ease of use

Perceived usefulness is defined as the extent to which a person believes that using the
system will enhance a person’s job performance. The definition of ease of use is the ex-
tent to which a person believes that using the system will be free of effort. Perceived use-
fulness is also influenced by perceived ease of use because the easier the system is to
use, the more useful it can be. (Venkatesh & Davis 2000, 187.)

Venkatesh and Davis (2000, 187) highlight that since the perceived usefulness has been
a fundamental driver in usage intentions, it is important to understand the building blocks
of its construct and how the influence of the building blocks changes over time with in-

creasing experience using the system. Venkatesh and Davis (2000) introduce framework
called TAM2, extended model of TAM, which adds social influence processes and cogni-

tive instrumental processes to the framework.
3.3.2 The need of extending TAM

The social influence processes are three interrelated social factors that affect the individ-
ual's willingness to adopt or to reject a new system: subjective norm, voluntariness and
image. Here, subjective norm refers to a person’s perception that most people who are
important to him or her think a person should or should not perform the behaviour in ques-
tion. Voluntariness is seen as the extent to which potential adopters perceive the adoption
decision to be non-mandatory. Image is defined as the extent to which use of an innova-
tion is perceived to enhance person’s status in social system. (Venkatesh & Davis 2000,
187-189.)

For the four cognitive instrumental processes affecting perceived usefulness Venkatesh
and Davis (2000, 190-192) list job relevance, output quality, result demonstrability and
perceived ease of use. Job relevance is defined as individual's perception of the degree to
which the information system in question is applicable to a person’s job. The output quality
is the level of how well the system in question performs those tasks related to a person’s
job. Result demonstrability addresses to the tangibility of the result of using the innovation.
Perceived ease of use is retained from the original TAM theory and is the extent to which

a person believes that using the system will be free of effort.
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In their studies Venkatesh and Davis found out that by including social influence pro-
cesses and cognitive instrumental processes TAM2 explained up to 60% of the variance
of usage intentions. The findings showed that subjective norm had a significant direct ef-
fect on usage intentions for mandatory systems but as the user gained experience on the
system, the impact of the social information in forming perceived usefulness and intention
to use decreased. Concerning the cognitive instrumental processes an interesting finding
Venkatesh and Davis found was the interconnection of job relevance and output quality in
determining perceived usefulness: opinion of a system’s usefulness is affected by an indi-
vidual’s cognitive match of a person’s work goal with the consequences of system use. As
opposite to social influence processes, the effects of cognitive instrumental processes re-
mained significant over time. (Venkatesh & Davis 2000, 198-199.)

As practical suggestion of how to improve the technology acceptance Venkatesh and Da-
vis propose that in addition to designing systems to better match job-relevant needs, im-
proving the quality of their output or making them easier to use, practical interventions are
needed for increasing result demonstrability, such as empirically demonstrating to users
the effectiveness of a new system relative to old system to enhance user acceptance. The
researchers point out that compliance-based approaches to introducing new systems
seem to be less affective over time that the use of social influence to achieve positive
changes in perceived usefulness. On the social information Venkatesh and Davis suggest
for example to create communication campaigns to lift the reputation associated with sys-

tem use to increase identification. (Venkatesh & Davis 2000, 199.)

Technology acceptance model has faced criticism. Legris, Ingham and Collerette (2003,
191) write that TAM is a useful model but it needs to be integrated to a broader model to
take into consideration human and social change processes. Legris & al. (2003, 191)
highlight that the analysis of empirical research using TAM shows that the results are not
totally consistent and clear which leads into a conclusion that significant factors are not in-

cluded in the model.

Based on their own research and critical analysis, Legris & al. (2003) estimate that TAM
model hardly explains more than 40% of the variance in use even with the additional vari-
ables. The researchers list that the biggest pitfalls of TAM model concern that some of the
TAM researches are done among students and are not conducted in a business environ-
ment, the applications investigated include office automation or system development ap-
plication and is not examining the introduction of business process applications and that
the studies don’t measure system use but self-reported use. In addition to a proposal of
adding more emphasis on measurement, Legris & al. (2003) with other researchers (e.qg.
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Lee & Byung Gon, 2009) stress that TAM considers information system to be an inde-
pendent issue in organisational dynamics while innovation and change management re-
search implicates that technological implementation is related to organisational dynamics,
which will have a strong impact on the outcomes. (Legris & al. 2003, 202; Lee & Byung
Gon 2009, 192.)

3.3.3 TAM and intranet

Technology Acceptance Model has also been investigated in the intranet point of view by
for example Lee and Byung Gon (2009). They agree with Legris & al. (2003) on their in-
sight of requirement to include additional factors in TAM to better understand what ele-
ments affecting perceived usefulness, perceived ease of use and usage of intranet. Lee
and Byung Gon researched extended TAM using external factors and subjective norm in-
fluencing usage of intranet within organizations. They underline, that intranet is used by
organizational employees within organizations, and organizational factors may have influ-
ence on the acceptance of intranet as well as other external factors such as the task, user
characteristics, political influences and the development process. These factors can have
an indirect effect on the technology acceptance behaviour influencing beliefs, attitudes
and intentions. (Lee & Byung Gon 2009, 191-192.)

Based on their study, Lee and Byung Gon (2009, 199) suggest that technical support, web
experience, task equivocality, task interdependence, subjective norm, perceived ease of

use and perceived usefulness are the factors affecting intranet usage.

Here, technical support is considered as offering of educational programs, encouragement
to use intranet, providing user-friendly software and system development tools and help
functions for usage of the systems. Technical support is positively linked to decreased
anxiety and increased favourable attitude whereas the lack of technical support can be a
crucial barrier to the effective use of intranet. Management can increase the motivation of
employees by giving technical support, persuading that using intranet is useful and can
increase job performance. In that way, technical support is one of the factors affecting
subjective norm. (Lee & Byung Gon 2009, 193.)

Lee and Byung Gon (2009, 194) define web experience as the experience of using web,

internet and internet-based systems. They claim that the web experience of an information

system affects its usage because users learn to use the system by experience and it does
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not demand great expertise to use. Users with more experience are less affected by com-

plexity of an information system and notice better the long-term benefits for their work.

Regarding the web experience, different experience levels of users should be noted when
new information systems are launched. Company should choose proper strategies and
promote voluntary acceptance of information technology when adopting new intranet be-
cause mandating technology use against the will of an individual could result in negative

impressions (Lee & Byung Gon 2009, 199).

Task characteristics mean the task equivocality, that is the extent that tasks are diverse,
ambiguous, not repeated and not similar to familiar tasks, and interdependence, the ex-
tent that a task is interdependent with other tasks. Lee and Byung (2009) see, that task
characteristics should be included as the factors affecting attitude and behavior because
they affect subjective norm as the individuals performing tasks need to see the influence
of their actions on interrelated activities inside and outside of their organization. With high
task equivocality and task interdependence employees are likely to be more affected by
colleagues and motivation to follow the opinions of others to reduce a possibility of risk
and that increases the subjective norm. (Lee & Byung Gon 2009, 195).

Lee and Byung Gon (2009, 195) see the subjective norm as an individual’s perception of
whether people important to the individual think the behavior should be performed, in
other words, a social pressure that affects perceived usefulness, perceived ease of use,
intention to usage behavior and actual usage. The other side of the subjective norm is,
that after the start phase of using an information system has passed, subjective norm has

no effect on usage.

Lee and Byung Gon (2009, 199) highlight that according to their study, technical support
and web experience have a notable effect on perceived usefulness: as a user perceive

greater usefulness of intranet, they tend to use intranet to a greater extent.

In their study, the researchers noted two less important factors: perceived ease of use and
subjective norm. Lee and Byung Gon (2009) interpret that the insignificant effect on per-
ceived ease of use indicates that the design of an interface to improve ease of use is less
important than the functionality aspects of intranet in its purpose to perform organizational
tasks. According to the researchers, the minor effect of subjective norm on usage of intra-

net suggest that the expectation of others and the external pressure to intranet usage has
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no strong effect on the actual use of intranet in long term. They suggest that the employ-
ees should be encouraged to use intranet by self-recognition of the values of intranet.
(Lee & Byung Gon 2009, 199-200.)

As a summary of the technology acceptance model introduced here, it can be highlighted
that over everything, it is crucial that the intranet is considered useful. If intranet provides
the user the information they need in their work, they are willing to cope with difficulties in
ease of use. Technical support and web experience can support the perceived useful-
ness, but the peer pressure doesn’t have a long-term effect on usage. Although perceived
ease of use in considered a significant factor in general in TAM framework, in intranet us-

age it is less important element compared to the usefulness of intranet.

3.4 Summary of the literature

This chapter has discussed widely of the key literature and the key concepts related to
this research: the characteristic of mobile work, internal communication and internal com-
munication tools and channels, change management and change communication and the
acceptance of technology in the form of Technology Acceptance Model. Based on the pre-
sented knowledge of the theories and concepts in the setting of this thesis the key theo-
ries can be divided into three categories of accessibility of intranet, content of internal

communication and perceived ease of use of intranet.

Intranet accessibility is a notable barrier in intranet usage in the context of this research.
To perform their job, it is mandatory for pilots to change location. According to literature
presented in the chapter 3.1, pilots’ mobile work is to be described from two standpoints:

e mobility as work, which means workers whose object is the achievement of
motion and whose work is dependent on place and usually time (Cohen
2010, 70) and

e definition of carriers as employees who work on the move transporting
goods of people Lilischkis (2003, 3; 6).

This constant change in location effects the ability to be connected to the organization,
among others the main internal communication channel intranet. Another obstacle of us-
ing intranet is pilots’ work time. During workhours pilots are practically unreachable in the
cockpit of the aircraft and in most of the cases in order to use intranet, they will have to

use their own free time.

Another key theme of this research is the content of internal communication. As internal

communication has several objects from engaging staff to company strategy, vision and
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values, informing matters, streamlining everyday work task and to creating a positive at-
mosphere and the sense of community, to name a few, a wide selection of messages are
needed to be delivered through most suitable channels. The relevancy of these messages
to the receiver is not to be disregarded. Content in intranet needs to be relevant for the
user since the perceived usefulness is seen as a fundamental driver in usage intentions of
technology (Venkatesh & Davis 2000, 187).

In the way of how technology is welcomed and further used by employees, ease of use,
that is the extent which a person believes using a system is free of effort (Venkatesh &
Davis 2000, 187), is a crucial element. Especially in exercising mobile work, user friendly
and functional tools are vital. Here, also the perceived usefulness has a significant role. If
the users face difficulties in easiness of use, they are willing to cope with them as long as
intranet provides the information they need.
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4 Conducting the research: methodology

This chapter introduces the means of research methods selected in this study. The choice
of the case study research approach is explained as well as the research methods, data
collection and data analyzing procedures.

The goal of this study is to find solution how the internal communications could better
reach the Finnair pilots. As introduced earlier, the challenges of the internal communica-
tions to pilots are the mobile character of their work and in the usefulness and ease of use
of the company intranet.

In development work, key factor is the use of multiple research methods to ensure a broad
selection of information, ideas and point of views on which to build the development pro-
ject. In literature, the methods are divided in to quantitative and qualitative methods along
with communal methods that are typical in development of a specialist level work.
(Ojasalo & al. 2015, 40.)

This research includes qualitative data collected by conducting a digital user survey of in-
tranet usage to the pilots and from a workshop with the pilots to get deeper understanding

of the challenges in intranet usage and internal communication to pilots.

4.1 Research approach and methods

Case study is an applicable research approach when the objective of a study is to under-
stand thoroughly a situation of an organization with a goal to resolve a problem or gener-
ate development ideas through research (Ojasalo & al. 2015, 37). In a case study, it is
crucial to discover plenty on a narrow topic than learn a little in a vast set: the case is in-
vestigated taking local, time-related and social situations and connections in to considera-
tion. (Ojasalo & al. 2015, 52-53). A case study allows investigators to focus on a “case”

and retain a holistic and real-world perspective (Yin 2014, 4).
In this thesis case study was chosen as a research approach because the study is investi-

gating a detailed case, internal communication through intranet to pilots, in a real-life con-

text with different data sources with an aim to create profound information on the topic.
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According to Yin (2014, 10) “how” and “why” questions are explanatory and likely to lead
to the use of a case study as the preferred research method. As the main research ques-
tion of this thesis is “How Finnair's internal communications should be developed to better

reach the Finnair pilots” a case study is a suitable method for the research.

It is typical for a case study, that the research uses different data collection methods to get
a deep and thorough picture of the topic (Ojasalo & al. 2015, 37). In this study survey and

workshop data collection methods were used.

A survey is an applicable tool when the topic is already known but there is a need to en-
sure the accuracy of the knowledge and to mark status of the topic as a starting point to
the research (Ojasalo & al. 2015, 40). A survey seeks answers to questions of “who”,
“‘what”, “where”, “how many” and “how much” (Yin 2014, 9). In this research, an online
survey was used to establish ground for the research and find out the current stage of in-

tranet usage among the entire employee group of pilots.

The essential weaknesses of a survey are the superficiality of data and the uncertainty of
the attitudes of the respondents: how seriously the respondents answered to the survey,
how well the response alternatives were on the respondents’ point of view and how much
knowledge the respondents had beforehand on the subject. (Ojasalo & al. 2015, 121.) To
generate more data to complement survey data, a workshop was arranged to get more in-

formation and deeper understanding on the research topic.

In a case study, the data is often gathered in natural situations, for example observing in-
dividuals in different situations or analyzing written documents (Ojasalo & al. 2015, 55).
With a group of pilots, a workshop following the World Café method was arranged to get

more depth and understanding to the online survey results.

During the workshop, the researcher observed the participants and the discussions the

participants had between them in groups. A communal method is typically a way to con-
nect individuals to create new insights and development ideas with a creative approach

(Ojasalo & al. 2015, 44).
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4.2 Data collection

In this research, the data was collected using qualitative method: by conducting a digital
survey to the entire employee group of pilots and arranging a workshop with a smaller

group pilots.

If the data collection preparation is not done well, the entire case study can be jeopardized
(Yin 2014, 71). Testing the data collection topics and questions before conducting them is
strongly recommended (Stake 1995, 65). Conducting this study, the digital survey ques-
tions were developed in co-operation with the communication department and the flight
operations to ensure the right forming of the questions so that they are understandable to
the pilots. Also, the questionnaire and the technical usability of the structured digital sur-
vey was tested with a test group of five persons. No major need for change to questions
or technical usability was found by the test group. The workshop theme questions where
sparred with the guidance counselor or this thesis. Some clarifications to the questions

were made.

A typical data collection method is a survey in which multiple questions are asked in a
same format from a vast audience. This audience forms a sample of a specific targeted
universe. The material is analyzed by statistical methods and data is generalized to apply
to entire universe. (Ojasalo & al. 2015, 104.)

Starting point of the data collection was a digital survey conducted in middle of February
2017. The goal of the survey was to establish the status of the intranet usage of the old
intranet platform among the pilots before the new intranet platform was launched. The sur-
vey was sent to 899 pilot recipients agreed with the Head of Communities and Strategic
Messaging from the company's communication department and Vice President of the
Flight Operations. The survey was sent from Flight Operations email address to enhance
the credibility and importance of the survey, and to indicate that the management of the
department is supporting this survey. A remainder email was sent to all of the recipients
from the same email a week after the first email. Survey was conducted by using the

Digium survey platform between 15th and 28th of February.

In addition to the basic demographic questions, the survey addressed questions regarding
the use of internal communication channels and intranet content. The survey also in-
cluded one open-ended question in order to collect more information of the pros and cons
of intranet usage (see appendix 1). Most of the open-ended questions were written in

English.
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Out of 899 recipients 190 answered the questionnaire the response rate being 21,1. 79
out of 190 participants gave open feedback in the end of the questionnaire. As shown in
the figure 2, the sample was quite thorough cross section of the Finnair pilots. Responses
were handled anonymously.

Age
Vastaus Lukumaara, Prosentti 20%|  40%|  so%|  sowm| 1o00%
1. 20-30 21| 11.05% [N
Z. |31-40 e1| <z.63% || NG
2. 41-50 g0 z1,52% ||
4. 5180 ze| 14,74 [
Yhteenss 190 100%4
Gender
Vastaus Lukum&srs| Prosentti 20%|  40%|  e0%| 80%|  100%
L wale 16 57,55
2. |Female a  z211%|)
Yhteenss 190 100%0
I mainly fly
Vastaus Lukumgars| Prosentti 20%|  40%|  e0%|  e0%| 1o0%
1. |Long haul s4|  a3.47% [N
2. | short haul 77, a0.52% || NN
2. |both 15| 10.00% |
Yhteenss 100 10004
Duty years as pilot in Finnair
Vastaus Lukumaara, Prosentti 20%|  40%|  60%|  BO0%|  100%
1. 0-5 48| 25.2¢% ||
Z, 510 32| 16.84% ||
3. 10-15 31 1g.22% | [
4, |15-20 37| 13.47% ||
5. |20-30 26| 1895% ||
6. 3040 6 316
Yhteenss 190 100%4

Figure 2. The background of the survey respondents. *

To enrich the survey data with deeper understanding of the intranet usage, workshop data
collection method was used. Qualitative methods include different interviews and partici-
patory observation. In qualitative method, the number of examinees is much more limited
than in a quantitative method: the aim is to gather plenty of information on a narrow area
to understand the phenomena better and comprehensively. (Ojasalo & al. 2015, 105).

* Vastaus=response options, lukumaara=numbers of respondents, prosentti=response rate, yht-
eensa=total.
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To complement the survey data, a workshop was arranged as part of the pilots’ regular
Round Table seminar days to get more insight from the pilots on the intranet. In qualitative
method, the target individuals of the research are carefully chosen to ensure that the data
accuracy (Ojasalo & al. 2015, 105).

As mentioned, the group of pilots in the workshop were participating a two-day pilots’
Round Table seminar. To participate to the Round Table seminar, the participants must
apply themselves voluntarily. This indicates that the participants are willing to share their

thoughts and experiences and work in a group.

In the workshop, present was ten pilots representing a good cross section of the em-
ployee group: short haul and long haul flights pilots, pilots with long and short careers in
the company, younger and older pilots and both genders.

The workshop was executed by using the World Café Method. The World Café Method is
a process that aims to facilitate collaborative dialogue and to share knowledge and ideas
to create a living network of conversation and action (Slocum 2005, 185).

Following the principles of the World Café Method, the pilots were divided into three
groups to discuss the selected topics. The researcher had selected the topics in advance
based on the theory of technology acceptance model introduced earlier in the chapter
three and the data from the digital survey that needed more careful examination, see the
appendix 2. The three topics were 1) intranet at work: where, when and how, 2) intranet
usability: essential features and 3) intranet content: what has to be there and how would

you like to participate.

On each of the questions the groups had 15 minutes’ time to discuss together and write
their opinions and development ideas on post-it notes. After that groups moved to the next
topic so that in the end all of the groups had discussed on each of the three topics and

shared their thoughts, experiences and development ideas.

After that the researcher as the World Café facilitator guided through all the topics and
post-it notes with the pilots with discussion and clarification of the opinions and develop-
ment ideas. The post-it notes were grouped to more clearly see the formed themes of

opinions and ideas.

After that a vote was arranged in order to prioritize the emerged opinions and develop-
ment ideas. Each of the participant had three votes for each of the topic that they could
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divide between the presented opinions and ideas as they wished. At the end of the work-
shop, the entire group discussed of the topics and agreed on the prioritized opinions and

ideas to ensure all the voices were heard. The workshop was arranged in Finnish.

In qualitative methods, it is typical that the researcher is near the examinees, often partici-
pates in examinees’ action and makes own, justifiable interpretations (Ojasalo & al. 2015,
105). During the workshop, the researcher listened to the groups’ discussions and made
clarifying questions. The researcher also had a note book to write notes of observations

and discussions that occurred during the workshop.

4.3 Data analysis

In this research, thematic analysis was used in finding the key topics of internal communi-
cation and intranet usage from the survey data and workshop findings.

Thematic analysis aims to identify the essential topics or themes forming the research
data. Thematic analysis proceeds from identifying and categorizing the themes to enable
the researcher to carry out a closer and more detailed exploration. (University of
Jyvaskyla website 2010.)

According to Aronson (1995), thematic analysis consists of five steps. First step is to
gather data from which the patterns can be listed. Next step is to identify all the data that
relates to the classified patterns. The third phase is to combine related patterns into sub-
themes. When collecting sub-themes to obtain a comprehensive view of the information, it
is easy to see a pattern emerging. The next step is to build a valid argument for choosing
the themes. When the themes have been collected and compared to literature on the sub-
ject, the researcher is ready to formulate theme statements to develop a story line. (Ar-
onson 1995.)

Data collection methods of this research were introduced in the previous chapter 4.2. In
the survey phase, the questions concerning the assumed main areas of internal communi-
cation to pilots were roughly divided into themes of intranet accessibility, intranet usability
and intranet content. During the process of analyzing survey data, these themes got more
flesh around the bones. Based on the survey answers, the themes were formed into
categories to find the areas of strength and areas that need development to be discussed

in the workshop with pilots.
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The analysis of data from the survey and the workshop was guided by the earlier intro-
duced theoretical concepts of internal communication and Technology Acceptance Model,
that is the themes of intranet usability, intranet accessibility and intranet content. Combin-

ing these elements in one process, answers to research questions were defined.

Qualitative data have meanings directly recognized by the observer. (Stake 1995, 60). For
the analysis of the survey, an Excel document was created based on the data of the digi-
tal survey to sort and analyze the responses. The data was filtered and color coded to

highlight the focus areas and to differentiate the demographics.

For the qualitative data, the post-it format data of the workshop was categorized by topic

into key groups to form clear areas of development.
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5 Findings

This chapter introduces wider the results of the conducted survey and workshop with pi-
lots. Here, the linkage between the theories, themes and results are presented.

5.1 Survey results

In the digital survey that was conducted among the pilots, nearly all (177 out of 190) of the
respondents told they are using intranet but with different frequencies, see figure 3. Ac-
cording to the 13 respondents who told they are not using the intranet, the reasons not do-
ing so varied from intranet content not being interesting or relevant, intranet being hard to
use, not having time or interest using intranet on their own time or instead of using intranet

they are reading the information in PDF format summaries that are delivered to pilots.

1 use Finnair intranet approximately

80 7 I Al respondents

(N=190)

60 -

40 =

20

daily weekly monthly only if a 1 don't use
colleague intranet

tells
me about
interesting
information
that is
available
in intranet

Figure 3. Usage of intranet according to the survey.

The answers of the survey pointed out clearly the difficulty in reaching the pilots during
their work hours. 157 respondents said that they do not have a daily routine of checking
intranet during their duty hours. 100 respondents stated that they usually check intranet at

home.
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One of the respondents wrote:

Finnair has forgot its pilots in internal communication. Intranet does not work
in airplanes, nor have we time to check it during flight planning before a
flight. The only possibility to use intranet would be during our free time while

idea of intranet is to use it during the workday.

As pilots’ work is mobile, it comes of no surprise that majority of the respondents of the
survey state that they use intranet mostly on a mobile phone or a tablet. In the future, 27
respondents stated they prefer to use intranet on desktop, 69 on mobile phone and 81
through an application. The majority of pilots stated that they would use the intranet more

often if employer would provide a mobile device.

This was underlined also in the survey answers:

Pilots do not have work equipment: laptop or tablet. Even more funnier is
that the chief of an aircraft checks out a 200 million aircraft under his butt
and he doesn’t have a company provided mobile phone abroad. | personally
do not answer company calls while abroad or answer if they call in my hotel

room.

Yammer and email do not work on Android apps. Yammer would be a per-

fect way to keep in contact especially during training courses.

| have also been told several times that user’s computer of mobile device

does not work with intranet or its applications. Easy way to solve this is that
company provides devices that are prepared by IT dep and that devices are
configured properly. | believe that this also will improve time spent in the in-

tranet.

The extended focus in executing communication in digital channels was questioned in the
open answers of the survey. A need for more two-way communication was longed for.
Some respondents stated that there is no such a thing than communication between the

superiors and pilots:
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Intranet is not a means of communication with operative personnel as we do
not sit behind a desk ... The company has abolished paper communication

without providing necessary digital alternative.

A leaflet every now and then with only technical information isn’t communi-

cation.

To me intra seems like a place where someone is making hews and updates
and others are reading that content, hence | feel it is not two-way communi-

cation as it is.

Intranet is a good way of enhancing information sharing. There are lots and
lots of different ways to do this. Still, | think that intranet cannot replace good

conversations and face-to-face meetings.

According to the survey, pilots most often use intranet pages related to their work perfor-
mance. Manuals, training, crew guidelines (for example information on passports, visas
etc.), crew planning and human resources related pages were viewed the most. Also con-
tact information of the organization was often used. In an open answer to additional most
used pages ID travelling (portal for finding information of flight benefits) and crew meals

order were mentioned, see figure 4.
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Most often I use pages of (pick as many as needed):

vastaus Lukumaara| Prosentti 20%|  40%|  60% 80%|  100%
1. Company strategy 6 3,39% I
2. Financial reports 8 4,52% .
3. |Guidelines s| s,08%|J}
4. |Manuals 12s5| 70.62% ||
5. |HR 101 5?,06%‘_
6. |Crew planning 67| 37.85% | EGTNG
Crew guidelines
7. (passports, visas, 81| 45,76% _
etc.)
8. |Airbus leaflets 64| 36,16% |
9. |Training 100| se,50% ||
10. |Training bulletins 4| 24.86% || NGB
11. |Company benefits 351 19,77% | GG
12. |Organizational charts 3 1,69% I
13. |Contact information 58 32,?7%‘_
14. |Legal issues 1| 0,56%]|
15. |Communications 3| 1,69%|]
16. |IT 11| 6,21%|[J]
17. |safety 14| 7,91%||J}
18. if;r;]:ethsiggcff':e' 20( 11,30%|[l

Figure 4. Most used pages in intranet. *

* Vastaus=response options, lukumaara=numbers of respondents, prosentti=response rate.

The survey shows that there is a clear thirst for the company communication among the
respondents using intranet. A significant amount of the respondents and all of the young-
est respondents agreed on the statement “I'm interested in hearing about happenings
around the company”. The survey indicates that the challenge is with the means of deliv-

ering the message and the way information is presented.

According to the survey responses it looks like the targeted messages are the most effi-
cient tools to reach the pilots. 155 recipients who are using the intranet said they like to
receive targeted content and 162 recipients agreed on the statement “Email is the typical

way to reach me”.
One of the survey’s open answer respondents defines this as:
Information for flying personnel doesn’t reach the targeted receivers very

well. It seems a bit as if the writers assume that we who fly read the intranet
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daily or even hourly. Info about events is often missed and the occasion long
gone before anyone hears about it. E-mails are read more frequently so that

is a better way to reach us.

As social media based internal communication application are becoming popular tool for
companies and are considered as a natural tool for millennials, it is surprising that 18 out
of 21 youngest respondents told they are not clicking “like” button below a story when they
find the story interesting. A clear majority of the respondents answered the same. Minority
of respondents said that commenting on a post in intranet was a good way to communi-

cate with other employees.

Based on the survey, video is not seen as a most preferred content format of content. 27
respondents out of 177 told they would like to get more internal communication presented
in video format. 27 pilots stated that they rather watch videos than read stories. 52 re-
spondents agreed that video interviews are a good way for the company executives to in-
form the staff.

Concerning reading instead of watching, 57 respondents out of 177 stated they are inter-
ested in reading stories of the everyday life of colleagues working around the company.

On the other hand, visuality seems to appeal to the pilots: 147 respondents of the survey

agree that graphics is a good way to learn about company’s current state.

The willingness to participate in content creation for the intranet was considerably low.
Only 46 out of 177 survey respondents agreed that they can envision themselves creating

content.

According to the research data of this study, intranet is technically not very easy to use. It
was clearly pointed out in the digital survey responses that the technical structure of the
intranet needs improvement. 159 out of 177 respondents disagreed with the statement
“Intranet is well organized to provide quick answers to my questions”, see figure 5, and
153 out of 177 respondents disagreed with the statement “It is easy to find the information

I’'m looking for in intranet”, see figure 6.
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Intranet is well organized to provide quick answers to my questions

100 @ All respondents
(N=177)

80 —

60 —

40 —

20 —

1
0 T

Agree Strongly disagree
Strongly agree Disagree

Figure 5. Answers to survey statement of “Intranet is well organized to provide quick an-
swers to my questions”.

It is easy to find the information I'm looking for in intranet

100 I All respondents
(N=177)

80 —

60 —

40 —

20 —

0
0 T

Agree Strongly disagree

Strongly agree Disagree

Figure 6. Answers to the survey statement of “It is easy to find the information I’'m looking

for in intranet”.

Also in the open feedback section of the survey many pointed out that navigating and find-
ing information they were looking for was a challenge due the unfunctional search engine,

outdated information or unclear structure.
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Surprisingly difficult to find contact information from the intranet. Just spent
half an hour to find tel. number to Crew Service Desk. Daily, basic functions
should be a priority instead of contemplations about videos of colleagues’

day to day life.

Very complicated website where it’s difficult to find what you are looking for.
When opening a main menu several sub-menus are opened. Many times |
have to rely on the search feature because | don't find what | want in the jun-
gle of menus. Even the search feature isn’t the easiest way to find what I'm

looking for.

Many pages contain years old information that is already outdated. That’s
why intranet doesn’t feel like good place to find information. Also finding the

right pages is sometimes very hard, navigation is awful.

Intranet needs to be more up-to-date and more available for flight crews.
There is often good information available, but most of us just don’t have the
habit of checking it (it is a separate site to Skyway). Also, | find it very dis-
turbing that most of the emails containing links to intranet do not work when
working outside of Finnair network (=always for flight crews) and more im-
portantly the search function does not work when using intranet via access
solution page. It is very hard and demanding to find any relevant fresh infor-

mation from there.

As presented earlier, pilots most often use intranet pages related to their work perfor-

mance. It is an interesting finding that according to the survey finding this information can

be difficult. About a half, 85 out of 177 respondents agreed with the statement “| can find

information in intranet that is relevant for me to perform my job”. Notable is that less than

half, 69 out of 177 respondents agreed with the statement “I'm able to find relevant opera-

tive information in intranet”’. These difficulties have unavoidable effect on the intranet us-

age and the attitudes against the system.

In the open answers of the survey frustration towards the flood of too many digital tools

applications and channels was stated. One of the recipients of the survey outlined the

frustration:

There are too many systems and intranet lacks interest. Yammer: probably
ok, tried to log in once, did not work, never again. Email: tried to get email to
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cellphone, did not work (it was not secure or something), spent three years
without company email. Only occasional visits to gate email. It should be app
that downloads material offline to read also while airborne. Pilots are offline
most of time so no way to use free time to check company intranet. Notifica-

tion about things you want. Much better search functions.

Several development ideas were proposed in the survey’s open answers. Many of the

ideas highlighted the importance of easiness of use:

Perhaps the company-wide communication should be brief but accurate:
clickable headlines only. Compare to front page of a text-television. More ef-
fort and frequency appreciated on matters concerning one’s own area of ex-
pertise and branch in organization. Easy-to-find HR, medical, uniform etc.
guides and notes are of great value too!

A “talk to your boss” button would be fun. You could send your boss a mes-
sage and he would be online when he wants. Then he could answer your
guestion immediately or later.

To reach pilots better it wouldn’t be bad to have some sort of rss feed or

equivalent on Skyway (the main page we use at every work day).

5.2 Workshop results

As mentioned in the chapter 4.2, the workshop with the group of pilots was part of their
two-day Round Table seminar, where the participants needed to apply. The ten partici-
pants presented well the employee group of the pilots since present was short haul and
long haul flights pilots, pilots with long and short careers in the company, younger and

older pilots and both genders.

To follow the World Café Method, the pilots discussed in three groups the pre-selected
topics. The groups were formed randomly among the participants. As mentioned in the
chapter 4.2, the topics had been selected by the researcher based on the theory of tech-
nology acceptance model introduced earlier in the chapter three and the data from the
digital survey that needed more careful examination, see the appendix 2. The topics were

1) intranet at work: where, when and how, 2) intranet usability: essential features and 3)
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intranet content: what has to be there and how would you like to participate. After discus-
sion and suggestions developed in the discussion, the suggestions were written on post-it
notes. All the participants had total of nine votes, three for each theme, to vote for the

most important development needs and ideas of each of the themes.

On the question one, intranet at work: where, when and how, post-it notes included terms
own device, mobile phone, during work time, in an aircraft, in briefing before flight, in crew
bus and in offline mode as a part of the electronic flight bag, EFB, that is a digital infor-

mation delivery and management system in the cockpit.

Most votes (11) gathered, quite naturally, the post-it notes of using the intranet at the
workplace during work time. Second came the post-it note with the mention of EFB with

nine votes.

Question two concerning intranet usability attracted a lot of attention also in the workshop
and proved to be a real pain point. Things mentioned in the post-it notes were ease of
use, usability in different devices, easy access, one log in, usability in an aircraft, clear
guidelines and training, clarity in content, clear headlines, colour coded themes of content,
attractiveness of intranet and cleared indication of the information focusing in pilots.

Most of the votes (15) were given to group of technical elements as the participants
longed for easy access, user friendly interface and clear overview. The ease of use theme
gathered most votes in the workshop prioritization phase. Second was the post-it notes

group of clearer content with four votes.

During the workshop discussions of frustration towards too many digital tools applications
and channels were raised. It was unclear to the participants what all of the digitals tools
are for and why there is so many different tools (for example Company Hub, Yammer,

Sharepoint, Workday, Skyway and Crew web). Clarification was requested.

In the workshop, the participants suggested several improvements such as one log in in a
device to access the intranet, adding the intranet access link to the favourites section in
the digital device’s internet browser to provide an easier and faster access to intranet,
clearer headers of news and stories published in intranet, color coded themes on different
areas of news and stories and clear indication for information that is relevant especially for
pilots. A wish of creating an application for the intranet was proposed. Also, training for in-
tranet usage and clear instructions for use was suggested. Under this topic, a need for in-

tranet being generally interesting was pointed out.
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The final question concerned intranet content. The thirst for company related information
mentioned in the survey answers was clearly verified in the workshop. The intranet con-

tent theme got the most post-it form opinions and development ideas in the workshop.

The suggestions of preferred content could be divided in:

e company official news, such as company bulletins, department related
news, human resources related news (e.g. promotions), deadlines for ap-
plications (e.g. vacations), company stock price, operative information (e.qg.
flight punctuality, abnormal occasions and circumstances during flights)
and benefits and discounts,

¢ light and relaxed information, such as comic reliefs and weekly competi-
tions,

e community information, such as company hobby clubs, department unoffi-
cial happenings, anniversaries, family days, pre-Christmas parties, infor-
mation about the company’s flight destination, general travel tips and news
from the global aviation world,

e guidelines and instructions, frequently asked questions and

¢ employee contact information with pictures.

Most of the votes for importance (10) went to the company official news. Second was the

community information with five votes.

In the workshop, there was no clear identification of the most preferred content type. Most
discussed content types were written text and video, and both had supporters and oppo-
nents. There was no willingness among the workshop participants either to contribute in

the production of intranet content.

A specific question of content targeting did not draw attention in the workshop. When the
facilitator asked about whether the targeted message would be preferred over general

message, the answer was yes, but the discussion turned quickly in to other subjects.
Social media related internal communication applications or characteristic of social media

as part of digital tools did not occur in the discussions, opinions or development ideas of

the workshop.
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5.3 Resultin the light of theory

As clearly pointed out in the results of the survey and the workshop, the profound question
in internal communication to pilots is how to reach them. As also discussed in the chapter
3.1, it is evident, that the mobile characteristic of their work composes difficulties in intra-
net usage as it is compulsory for a pilot to change location in order to perform his or her

job.

Pilots’ own comments on the difficulties on reaching the pilots presented in the chapters
5.1 and 5.2. underline the view of Perry & al. (2001) on the question of time and space in-
terrelation in mobile work and the notion of access anytime and anywhere. Even though
accessing for example intranet could in theory be possible anywhere and anytime, it may
not feasible in real work life situations or be socially acceptable: for example, it is impossi-
ble to access intranet in the cockpit of an aircraft during flight, stability of internet connec-
tion varies in destinations around the world and during free time a pilot is likely to have
other responsibilities in personal life than accessing work-related tools and documents.

Pilots’ interest of using intranet on a mobile phone or a tablet indicates that as employees
do not have devices provided by the employer and they use organization’s internal digital
tools from the devices they select and purchase themselves, the variety of mobile technol-
ogy and features in devices diverges significantly. This puts pressure on the form of com-
munication offered in intranet. As Perry & al. (2001, 342) note, information access is not
only a question of pulling a document across a network but also of whether the document
is in an appropriate form to be viewed and interacted with. The variety of technology and
intranet content puts focus also in individuals’ technology skills. Personal information
plays a significant role in an employee’s working process effecting the success of how

tasks are executed (Mékinen 2012).

To support the pilots’ wish for more two-way communication studies claim that face-to-
face communication is considered ideal because it enables straight feedback and commu-
nication in more personal level (see eg. Lipidinen & al 2014, 278; Welch & Jackson 2007,
187) but in real life and in such a big company like Finnair, it is unrealistic to suggest inter-

nal communication to be presented in face-to-face dialogue.

Still, management communication introduced in chapter 3.2.1 is a crucial element of inter-
nal communication as are corporate information and communication systems in delivering

general information to employee masses (Cornelissen 2014, 164-165). Both of them have
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an important role in the palette of internal communication. It is notable that according to
the survey some of the pilots feel that communication between the superiors and pilots do

not exist.

For business to be successful, it is a core requirement to communicate with employees
since better informed and involved employees can help build better organizations (Tourish
& Hargie 2009, 26). According to the Technology Acceptance Model (Venkatesh & Davis
2000; Legris & al. 2003; Lee & Byung Gon 2009) for technology to be welcomed by its us-
ers the system need to be most and foremost useful to its users. From the employee en-
gagement point of view, good content that fulfils personal needs of an employee can en-
hance the engagement towards the organization (Welch 2011; Tourish & Hargie 2009).
This can be interpreted that interesting and relevant content is the key to successful inter-
nal communication in intranet. As the results indicate, the pilots have interest towards
company information. More focus needs to be put in to the form in which the information is
presented and through which channel the information is distributed.

The preference for targeted messages supports the view of Friedl and Ver¢i¢ (2011) to
whom Lipidinen & al. (2014) refer that even the employees born in the 1980’s, who are
supposed be natives of digital age, prefer traditional internal communication channel, such
an email, at work. On the other hand, in the maobile work life of a pilot, email can be con-

sidered as most stable and easily accessible communication channel.

The low interest in social media based communication channels in the research data is a
notable finding since companies are adopting new digital tools with social media charac-
teristic with aims of for example facilitating two-way conversations, gathering ideas, com-
ments and greater engagement and participation (Lipidainen & al. 2014, 276). According to
research data of this thesis, social media applications and characteristics currently in use
are not performing as they are meant to perform, at least among the masses of employ-
ees. This could be also a matter of cultural differences, as the studies of Lipidinen & al.
(2014) and Meh & Hung-Baesecke (2014) in Finnish and Chinese working environments
showed in chapter 3.2.1.

Also, the low interest in video form content is an interesting outcome since universally the
consumption of video content has been risen rapidly during past years and is still rising
(Forbes 2017). More focus should be put in this question to find out the reasoning behind
statements against video content to find whether it is a matter of technology, user’s own
device or attractiveness of the content that videos in intranet are not considered more pre-
ferred content type.
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On an individual’s intention to use an information system, two elements are determinant:
perceived usefulness and perceived ease of use (Venkatesh & Davis 2000). In addition to
these two components, Lee and Byung Gon (2009) propose that technical support, web
experience, task equivocality, task interdependence and subjective norm are factors that

have an effect on intranet usage.

On the other hand, if the intranet is considered useful, workers are willing to cope with the
difficulties with devices to carry out their work tasks (Makinen 2012). Lee and Byung Gon
(2009, 199) support this view: the design of an information system to improve ease of use
is not as important as perceived usefulness of intranet in its purpose to perform work re-

lated tasks.
According to the survey and workshop results, intranet is technically hard to use and the

needed information is hard to find. It indicates the need of improving the technical ele-
ments of intranet and also providing training to the employees.
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6 Conclusions

This chapter aims to answer to the main research question of how Finnair’s internal com-
munications through intranet should be developed to better reach the Finnair pilots. Con-
clusions and development ideas based on the findings introduced in chapter five are pre-
sented. Also, needs for further research are examined. The quality, validity, reliability and
ethical point of views are presented. In the final chapter, the role of the researcher is ex-

plained, and the thesis process and researcher’s own learning path are described.

6.1 Need for better reach

In response to research question 1, what are the challenges for internal communication to
reach the pilots, the data from the survey and the workshop indicate that a major obstacle
in communication is the matter of accessing the digital applications where communication
is delivered. Pilots do not sit by the office desk and in their office, the cockpit, there is no
accessibility to intranet. Also, the time for intranet usage is a challenge. Since the pilots do
not have access to intranet during their work time, it is expected for them to use their free
time for exploring company information. Different technologies employees use is also a
challenge since there is no control over the presentation mode of the information in the re-

cipient’s end.

Based on this research, it is evident that internal communications with the pilots face diffi-
culties. Principal cause and perhaps the cause that is most complicated to solve is reach-
ing the pilots and accessibility of intranet. It is coded in their work characteristics as mobile
workers that pilots are constantly on the move around the world and practically never by a
work desk in front of a computer. As addressed in literature review, this creates chal-
lenges for internal communications technology wise and timewise. All the organization’s
digital tools, such as intranet, are not accessible everywhere, either in flight destinations
or in their office, in the cockpit of an aircraft. As there is low possibility for a pilot to use in-
tranet during his or her work hours, it is practically required for them to go to intranet dur-

ing their free time. This is something that an employee is not necessarily willing to do.
It is clear that new technical solutions are required. In general level technology develops

nowadays almost with the speed of light. It could be possible in the future to find secure

and appropriate ways to use company digital tools in the cockpit without an effect to flight
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operations. As aviation industry is carefully and justly very restricted and technical devel-
opment in that environment is more complex, it may take longer time to find solutions that

fit the needs of both internal communication and flight operations.

In the meanwhile, the company can take smaller steps in enhancing the accessibility of
internal digital tools and in reaching the pilots. Good ground for enabling employees the
same level of access in digital tools is to provide the employees with similar devices. A de-
vice reform could enable enhancement in accessibility also into intranet by for example
pre-installing intranet application or adding intranet log in link to the favorites sections of

internet browser to all of the smartphones before handing them out to users.

Timewise it should be considered and evaluated would it be possible to include a time slot
for updating oneself on company news during work time, for example during the briefing
before the flight.

6.2 Need for appealing content

In response to research question 2, what are the characteristics of the most preferred in-
tranet content, data reveals that content in relation to work performance is currently the
most used content. Pilots prefer content types like company’s official news, light and re-
laxed information such as competition and light-hearted, funny spots, information of the
community such as hobby clubs, events and travel tips, guidelines and instructions and
employee contact information. Although pilots prefer visual output of information, like in-
fographics, only minority of pilots prefer content in video format. Social media elements in
content do not attract much of preference. As a channel, email is considered as the most
effective message delivery channel due its reliability and easiness of use in the work life of

a mobile work employee like a pilot.

In contrast to the complex challenges in accessibility of intranet and perceived ease of use
of intranet, internal communication content is easier to adjust to meet the needs of reach-

ing pilots better. It can be stated based on the literature that effective internal communica-
tion informs employees, fulfils their basic needs and answers their basic questions. At the

same time, effective internal communications commit the employees to the organization

which enables them and the organization to perform better.
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According to the research data, it is evident that internal communication to pilots can be
enhanced to improve the attractiveness of the intranet and engage pilots more to the or-
ganization. Currently most used intranet content is related to pilots’ everyday work: manu-
als, guidelines, training materials, crew planning and human resources information.

Providing this information in clear, easy to use format is essential.

In addition to work performance linked content, the data of this research shows a desire
for organizational information, such as company’s official news, relaxed and funny spots
to lighten up the atmosphere and community news and stories both inside the company
and inside the aviation business globally. Addressing these wishes for content, evaluating
the possibilities to execute them and allocating resources to fulfil them are in the hands of
communication department. Ways to put implement these wishes are for example creating
new story types and creating own columns or pages to dedicated themes.

There was a request for clarifying the division between different news presented in the
workshop. This could be done by for example color coding the main themes communi-
cated in the intranet. Also, the main employee target group of news could be indicated to
enhance the findability. If coding is to be executed, it is to be kept in mind that the over-
look of the intranet stays clear and simple.

In the matter concerning the content of news and stories, increased focus could be di-
rected to writing clearer headers and in the visuality of information output as there was a
finding in the research data of the significant preference in information in visual mode. In
video content usage, confrontation is identified. Growth in video consumption is a univer-
sal phenomenon but according to the research data of this study, it seems video is not

considered as a preferred format of content in intranet.

The researcher suggest that deeper focus should be put in monitoring the video produc-
tion and video usage to find out suitable themes and times for video content. Also, the
technology aspect of video usage should be monitored especially once the smartphones
are rolled out to see the possible effect of technology in video consumption.
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6.3 Need to develop the usability

In response to research question 3, how to develop the usability of intranet, the develop-
ment points are according to the research data to improve the structure of intranet plat-
form to be clearer for user and to improve the search feature of the platform. Also, admin-
istrators of the intranet platform need to keep the content accurate and up-to-date, and
this concerns also smaller details such as ensuring that the links provided in the platform
are functioning. In the ecosystem of organization’s digital tools, the roles and purpose of
different information systems, platforms, tools and applications should be clarified for us-
ers to understand their necessity. Also, training for using the new intranet and its new ele-

ment should be provided.

Ease of use seems to be one barrier in current intranet usage, the research data revealed.
Individuals’ perception of technology affects their attitude toward the technology and, in
turn, their acceptance of technology (Lee & Byung Gon 2009, 192). According to the re-
search data, the experience of the old platform was somewhat negative and that feeling
could also have affected the perception of other digital tools and applications, such as the

new intranet platform.

The technology itself and the level of skills or expertise of the user are components affect-
ing the acceptance of computer technology. Individual skills and expertise, in other words
user training and experience, are found to be related to user beliefs and usage. Opportu-
nities to gain experiences using information systems are shown to improve user’s beliefs
about the system. (Lee & Byung 2009, 194.)

A need for user training became evident in the workshop where for example a develop-
ment idea of an intranet application was presented. An application for smartphones al-
ready exists but this information had not reached the users. In the launch phase of new
intranet portal, a wide and informative launch campaign was executed with for example
information and guidance in video format in intranet, arranging pop-up training clinics

around the Finnair campus and also online in Skype (Finnair 2017a; Finnair 2017Db).

Due to their mobile work, pilots may have missed this opportunity. A new, smaller size
communication campaign could be arranged now when the new platform has been up and
running for a while and the employees have had time to get familiar with it. In the cam-
paign, the materials from the earlier launch campaign could be used and the most essen-
tial characteristic of the new tool highlighted so resources wouldn’t be needed from the

communication department to produce new content.
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A smaller and less resources demanding implementation of a reminder communication
campaign to pilots could be producing a visual one-pager leaflet of new intranet features,
such as how to log in to intranet with a few clicks and how to subscribe news targeted to
pilots to user’s email. As the pilots indicated in the survey and in the workshop, they like to
get information in visual form and in addition, they liked to read information PDF form
summaries, visual infographic could be designed. The infographic could be delivered ei-
ther in print mode to all of the pilots or as an email attachment. In email delivery, there is
the possibility to ignore the email and delete it immediately without a glance at the attach-

ment. Regarding this aspect, a print version delivered to pilots could be a better choice.

The empirical demonstration the effectiveness of a new system relative to old systems
can have a positive effect in the user acceptance (Venkatesh & Davis 2000, 199). This
power of example and technical support was also proven accurate in the workshop. Once
the faster sign in process was performed by a professional from the communication de-
partment, many of the workshop participants reached for their smartphones and per-
formed the same two-click process.

This can be counted as a very simple example of what Lee and Byung Gon (2009) refer
as technical support and encouragement to use intranet. Technical support is positively
linked to decreased anxiety and increased favourable attitude towards technology ac-
ceptance (Lee & Byung Gon 2009, 193). Combined with web experience, defined as the
experience of using web, internet and internet-based systems, technical support can have
a significant effect on perceived usefulness: when a user experiences greater usefulness

of intranet, a user tends to use intranet to greater extent (Lee & Byung Gon 2009, 199).

This need of training can also be interpreted as a need for enhanced change manage-
ment. It was indicated clearly that pilots were ready and even wished for the changes of
intranet for example through the high survey response rate and in the large number of re-
sponses in the open feedback possibility in the survey. As change management contrib-
utes strongly to the success of change implementation (Cornelissen 2014, 224) it can be
noticed that management and change communication has not reached the employee
group of pilots efficiently enough since there seems to be lack of knowledge of how to use

the new features of intranet.

As mentioned in chapter 5.2, workshop participants expressed their frustration towards

too many digital applications in use and the difficulties of understanding their role in the

total toolkit of work-related tools. In these situations, it becomes a responsibility of each
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individual to manage the tools and the information (Makinen 2012). As employees have
different abilities to manage digital tools and the attitude towards digital tools varies, suc-
cess in executing tasks differ. These difficulties can be eased by enhancing usability and

developing information systems to better support mobile work (Makinen 2012).

There are multiple separate information systems to support the work of a pilot which
makes it difficult for management to align the tools, not to mention the work and resources
in the company’s information technology department that the alignment would require.
Nevertheless, the flood of digital tools should be recognized. The roles of information sys-
tems should be clarified and if possible, information systems should be merged. The roles
of the systems should be clearly communicated to the employees for them to get better

grip of the toolkit.

As acknowledged, the unification of information systems would be a massive project and
that is why it is improbable to happen. A lighter solution could be to create better linkage
between the tools by for example banners or text links to enable movement between tools
and application with one click.

6.4 Further research

This thesis contributes to field of internal communication research through its examina-
tions of an under researched area, the role of intranet in internal communication and inter-
nal communication to the employee group of pilots. This research focused on the intranet
usage behavior before the renewal of the intranet platform. Now, that the new platform
has been in use for several months, a follow-up study would be in place to see how the
changes have affected the usage. Also, the success of change management and change

communication could be evaluated.

In more general level, further studies should investigate the effect of subjective norm in
the usage of internal communication’s digital tools and applications among the mobile
workers such as pilots where the reality of belonging to a community of an organization is

significantly different than among the employees working for example in a fixed office.
Also, technology acceptance behavior, beliefs, attitudes and intentions among mobile

workers could be an interesting point of view for further research. An intriguing focus of a

research would be addressing the question of what elements effect on employees’ partici-
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pation and engagement in internal communication content production. Peer-to-peer com-
munication and interaction are often welcomed by recipients but willingness to participate

to the production of that kind of content is often low.

As digital tools with social media characteristics are conquering internal communication
channels, it would be interesting to investigate their effect on internal communications. As
studies showed in chapter 3.2.1, there are differences in cultures how well new digital
tools are welcomed by employees and how the new tools effect on employees’ engage-

ment.

Technology wise and in the point of view of an organization with large number of mobile
workforce it could be useful to investigate deeper the grounds effecting the decision con-
cerning technical choices of contemporary digital tools and applications. Is it fundamental
needs, resources, attitudes or maybe the urge to stay on the crest of a wave of develop-
ment that at the end define the decisions?

6.5 Reliability, validity, ethical points and the role of the researcher

The goal of a report is to describe the study in such a comprehensive manner as to ena-
ble the reader to feel as if they had been an active participant in the research and can de-
termine whether or not the study findings could be applied to their own situation. (Baxter &
Jack 2008, 555.)

Yin (2014, 49, 240) defines reliability as the consistency and repeatability of the research
procedures that has been used, and continues to define the goal of reliability to be to mini-
mize the errors and biases in a study. In other words, if the research was replicated, the
outcome would be the same. Merriam specifies that the more times the findings of a study
can be replicated, the more stable or reliable the phenomenon is thought to be (Merriam
1995, 55).

Ojasalo & al. (2015) write that a detailed description of a research process and argument-
ing interpretations are essential for a reader of the research to make conclusions of the
reliability of the research. The researchers continue that reliability can be enhanced by us-
ing triangulation meaning that the phenomenon is investigated from multiple point of
views, for example utilizing several different materials, sources and data gathering meth-
ods. (Ojasalo & al. 2015, 105.)
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Internal validity is defined to how compatible the findings of a research are with the reality.
Internal validity can be strengthened by triangulation, member checks, peer or colleague
examination, statement of researcher’s experience and submersion to the research sub-
ject. (Merriam 1995, 53-54.)

External validity means the level to which the findings can be generalized. It is a require-
ment that can be troublesome in qualitative research. Case studies are generalizable to
theoretical propositions and not to populations or universes (Yin 2014, 21). The goal of
gualitative research is to understand the particular in depth rather than finding out what is
generally true of many (Merriam 1995, 57). External validity can be enhanced by detailed
description, multi-site design, modal comparison and sampling within the study compo-
nent parts (Merriam 1995, 58-59).

The credibility of this thesis has been achieved by several actions. The research process
has been described thoroughly and in detail and interpretations and conclusions have
been argued. In the research process triangulation has been executed. Peer and col-
league examination has taken place. The reliability of the data and results can be show-
cased by the survey documents and workshop materials.

Goals of the development work must be of high morale, development work must be done
in honest, careful and accurate manner and the outcome need to be of use of practice
(Ojasalo & al. 2015, 48).

In this thesis, the phenomenon has been carefully investigated in several points of views.
All the choices made concerning the selected theories, applied research methods, data
collection and data analysis have been explained thoroughly. The data has been handled
with appropriate means. The individuals participating to this study have been properly in-
formed of the basis, meaning and use of this thesis and the participants have been treated
anonymously. References to other authors’ texts and researches have been articulated

clearly.

The researcher is working in the company but not as a pilot or in a communication depart-
ment. This position gave the researcher an opportunity to make observations while the ob-
servations kept an objective point of view. The researcher has engaged herself in investi-
gating the phenomena by researching the literature, submersing into the data collection

and analysis and reporting.
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During the research process, the researcher found it delighting that handling large amount
of difficult scientific material in other language than mother language became a routine
and finding essential facts in that material was easy. The research gained a great amount
of knowledge on internal communication, mobile life of a pilot and internal communication
executions within the company that will have a great impact the researcher’s actions as a

communicator in the future.
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Appendices

Appendix 1. The digital survey invitation letter and questions

Dear recipient,

I’'m approaching you with a request to participate in a survey that studies how
the Finnair intranet should be developed to make it easier to use and more inter-
esting especially for pilots. The survey is a part of a thesis that focuses in im-
proving internal communication in Finnair and it is supported by Flight opera-
tions and Finnair Communications. The thesis is for Haaga-Helia degree pro-

gramme of Communication management.

This survey asks about your intranet using habits and it has three sections: 1)

who you are, 2) internal communication channels and 3) intranet content.

It will take about five minutes to complete the survey. All the answers will be an-
alyzed anonymously and confidentially. The last day to answer this survey is
Tuesday 28th of February 2017.

This survey concerns the current status of the Finnair intranet. New intranet plat-
form will be launched during the first quarter of 2017. After the launch a follow-

up survey will be conducted in June.

Should you have any questions, don’t hesitate to email me. Thank you for your
feedback!

To the survey:

If the link does not open, copy it to your browser.

Best regards,

Lotta Wahlroos
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Part 1: who you are

Age: 20-30 30-40 40-50 50-60
Gender: female male
I mainly fly: long haul short haul both

Duty years as pilot in Finnair: 0-5, 5-10, 10-15, 15-20, 20-30, 30-40

| use Finnair intranet approximately:

daily

weekly

monthly

only if a colleague tells me about interesting information that is available in intranet

| don’t use intranet

Reason | don't use intranet is (select all that apply):
| don't have time

| forget intranet exists

Content is not interesting

Content is not relevant to me

Intranet is technically hard to use

Something else, please specify

Part 2: internal communication channels
Scale: Strongly agree 1, agree 2, disagree 3, strongly disagree 4
| have a daily routine of checking intranet during my duty hours (either before check-
in or after landing)
| usually check the intranet at home
I would use intranet more often if employer would provide a mobile device
In my perspective navigating in the intranet is simple
The intranet is well organized to provide quick answers to my questions
| use intranet mostly through a mobile phone or tablet
Email is typical way for internal communications to reach me
The best way of getting information of my own unit is to meet with my supervisor
face to face
Following Finnish media is the best way to keep up with the company's current state
Unstable connections in the flight destinations keep me away from using intranet
In the future, | would prefer using intranet on (pick the most preferred channel for

you): desktop, mobile phone, application
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Part 3: Content

Most often |

Scale: Strongly agree 1, agree 2, disagree 3, strongly disagree 4

It is easy to find the information I'm looking for in intranet

| can find information in the intranet that is relevant for me to perform my job

I’'m able to find relevant operative information in the intranet

| am aware of what information is available in the intranet

The content in the intranet is relevant to me

| feel intranet is only for corporate formal news such as strategy updates

News and stories in the intranet makes me feel proud to be working in the company
I learn about the financial state of the company from the intranet

| talk with my colleagues of the content in intranet

I’'m interested in reading stories of the everyday life of the colleagues working
around the company

I'm interested of hearing about happenings around the company

| like to get content that is targeted to me

I would like to get more internal communication presented in video format on the in-
tranet

Video interviews are a good way for the company executives to inform the staff

| rather watch videos than read stories in intranet

Graphics are a good way to learn about company's current state

| can envision myself to create content to the intranet

| often click like button below the story when | find the story interesting

| feel that commenting a post in intranet is a good way to communicate with other

employees

use pages of (pick as many as needed):
Company strategy

Financial reports

Guidelines

Manuals

HR

Crew planning

Crew guidelines (passports, visas, etc.)
Airbus leaflets

Training

Training bulletins

Company benefits

Organizational charts

Contact information

Legal issues

64



Communications
IT
Safety

Something else, please specify

Any other comments about internal communication or intranet in Finnair?
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Appendix 2. The World Café method workshop agenda

1. Introduction of the researcher, the research and the workshop agenda
Researcher’s background
A brief summary of the survey
A brief introduction of the World Café method
Goals of the workshop

Introduction round of the participants of the workshop

2. Working in groups addressing the selected themes
Intranet at work: where, how and when?
Intranet usability: what are the key features?

Intranet content: what should be there and how would you like to participate?
3. Go through together with the participants

What issues were raised?

What development ideas were presented?

Free commenting and enhancing the ideas

4. Voting and prioritizing the ideas
Finding the most important ideas to be taken forward

5. Ending the workshop
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