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Summary 
 

Did you know that there are over 1500 gyms in Sweden? With personal health becoming of 

greater importance in Sweden, the increase in interest for gyms have skyrocketed in the last 

decade. This has created a competitive business environment with over 100 new gyms 

starting in 2013 alone. 

 

In this new competitive environment gyms and gym managers struggle to stay on top in 

order to increase their customer base. Many managers expand their businesses to offer a 

broader experience and everyone has a core focus on customer interaction and service. The 

factor of trust between members and organization has been an important factor in order to 

retain members. In order to do this gyms have been acting in a clear and transparent manner 

in order avoid confusion amongst their members. Our study has the intention to discover 

what tools a manager has at her disposal when managing transparency within the gym 

industry. Previous research on transparency management has chiefly focused on the 

financial sectors such as banking and investment. Our goal was to find out how 

transparency management could be handled in a practical setting within another relevant 

sector. This leads us to our research question: 

 

How is transparency managed within the gym sector? 

 

To tackle this question we used theories from three different sectors relating to 

transparency management. Firstly we used a theory describing the mechanisms in order to 

control transparency. After that we related this to the notion of trust in order to observe 

what parts of trust a transparency strategy can impact. Finally, we use theories within the 

field of communication to establish a transportation device for transparency to reach trust. 

 

Our project concerns the actions and intentions of managers and as such we decided to 

conduct a qualitative study. We held five interviews with top managers of five medium-

sized gyms in order to collect enough data to spot trends amongst the strategies. 

 

Our conclusions are that gyms manage transparency through having an open agenda by 

sharing as much information, as quickly as possible. Information is most efficiently shared 

and adapted to the individuals through personal communication and social medias.  In order 

to support this, gym managers nurture a knowledgeable staff and deal with most 

communications on a case to case basis. However, our findings display the lack of a clear 

cut strategy for managing transparency and showcase a room for future improvement. 
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1.      Introduction 

This chapter provides an introduction to transparency within business. We continue by 

explaining why transparency is such important factor in building trust with an 

organization’s clients and how it is managed within a company. This leads us into a 

discussion about our research subject where we identify gaps of current research and 

develop a problem definition followed by how this paper will contribute to already existing 

research as well as its practical implications. 

  

1.1 Preface 
The perks of having undisclosed information have been widely researched and ranges from 

aspects ranging from privacy to competitive advantages regarding exclusive information 

(Tagesson et al., 2012, p. 324; Johansson & Malmstrom, 2012, p. 244). However, with the 

creation of the internet and the rapid digitalization of the world, openness and disclosure of 

information is something that is expected amongst all consumers (Granados & Gupta, 

2013, p. 637) Thus, transparency has not always been clearly linked to business but recent 

times have caused a revolution within the field that have caused it to become one of the 

cornerstones in bridging trust between organization and stakeholder (Edelman, 2017, p. 

17). This has resulted in a wild increase of research concerning transparency and its 

implications, factors, and consequences. As a result of transparency‟s broad meaning the 

research on it varies greatly and ranges from a management viewpoint into theories 

concerning system design. 

 

Transparency is important in today's business because of the digital world that we live in 

(Bennis, 2013, p. 635). In today's world when we all have access to information through 

internet and for many, social media and information spreading is a natural part of our 

everyday life, we are both consumers and producers of information. In the same way 

stakeholders want to have access to information of their business (Bennis, 2013, p. 635-

636). Therefore managers have to know how important it is to manage transparency and 

digital equipment in order to keep up with the information scattering environment of today 

(Bennis, 2013, p. 636). To be a competitive businesses today companies have to manage 

transparency, since it has big influence on relationships with their stakeholders (Bennis, 

2013, p. 635-636). 

 

Supporting this Kang & Hustvedt (2014, pp. 254-255) refers to old studies where trust in 

business is depicted a big part in the development of the relationship between the company 

and its customers, by building trust the customers become more loyal. Kang & Hustvedt 

(2014) conducted a study that exhibited customers' perceptions of how transparent a 

business is in how they work from production to consumption, as well as the social 

responsibility and how much they give back to society. They concluded that this is greatly 

impacting the consumers trust for a company. When a business is open about how they 

work it gives consumers confidence in the company and therefore creates the desire to 

consume more from that company (Kang & Hustvedt 2014, p. 258-259. 
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Naturally different sectors within business require different stances towards transparency, 

the transparency of a military factory would require less disclosure than that of a toy-store 

(Parris et al., 2015, p. 223). Transparency is also a factor of the structural design of an 

organization and its moving parts; this meaning that even though two firms may operate 

within the same sector they may use or be forced to use widely differing transparency 

strategies due to varying assets, structure or culture (Tagesson et al., 2012, p. 333).  

  

1.2 Management of transparency 
This paper focuses on the practical management of transparency from a manager‟s point of 

view. Previous research such as (Parris et al., 2015; Schnackenberg & Tomlinson, 2016) 

reviews the literature on transparency and concerns the management of it. In the past, the 

viewpoint has mainly been from that of the financial sector; including banking, investment, 

and real estate (Newell, 2016; Tagesson et al., 2012; Johansson & Malmstrom, 2013). 

 

However narrow, the research has yielded some interesting theories which have resulted in 

two clear versions of transparency: Reputational and Communicative (Auger, 2014, 341). 

Reputational transparency concerns the entities reputation for transparency while 

Communicative transparency revolves around how the organization communicates its 

transparency.  The communicative transparency is described as the one that managers can 

control, as the reputational transparency is a factor of the efforts conducted, or not 

conducted to communicate the transparency of a firm. Rawlins (2009, p. 95) identified four 

factors of communicative transparency (accountability, participation, substantial 

information and secrecy). Accountability within communicative transparency concerns the 

meaningfulness and accuracy of the information while participation is related to the actual 

act of spreading knowledge about your organization (Rawlins, 2009, p. 75). The 

substantialness concerns the receiver of the information more so than the provider, it 

demands that the information is relevant to the audience and not only for the organization 

itself (Rawlins, 2009, p. 74). Finally, Secrecy works as a reverse factor and gauges how 

much an organization is not willing to communicate and thus excludes from the 

stakeholders (Rawlins, 2009, p. 88). 

 

A more recent take on the management of transparency is provided by Schnackenberg & 

Tomlinson (2016) who adjust the view of two transparency management lenses into one 

and supplies three determinants in order to measure transparency within an organization. 

Their view on the matter is that disclosure, clarity, and accuracy are the measurements 

through which an organization may gauge their transparency. Their meaning of disclosure 

is that relevant information is given in a swift manner (Schnackenberg & Tomlinson, 2016, 

p. 1792). Clarity is described as the way that this information is transferred, the ease with 

which a stakeholder can access the material concerning them (Schnackenberg & 

Tomlinson, 2016, p. 1793). Lastly, accuracy concerns the correctness of the information 

between organization and stakeholder. It is not dependent on that the information provided 

by an organization is correct but rather on the fact that claims made by an organization have 

precise capabilities which create validity for the message of the organization 

(Schnackenberg & Tomlinson, 2016, p. 1794). These dimensions can provide a manager 

with a framework for how to incorporate transparency into their organization. 
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The importance of correctly managing trust has been explored by many researches, Parris et 

al. (2015, p. 241) states that organizations who actively pursue a transparent business 

strategy, will be remunerated by relevant stakeholders for their openness while businesses 

who fail to adhere to a transparent policy are likely to face issues with trust and an increase 

in skepticism towards their brand. 

 

1.3 Subject 
Transparency is a quality that we as modern consumers expect all companies to have. 

Having the internet at our fingertips we assume that organizations are open with their 

financial, strategic, and cultural information and that this is easily accessible and accurate. 

However, for many companies this is not the case and may result in a tougher trust-

relationship with their clients. To us as researchers it is intriguing to dig into how managers 

can change or adapt their transparency-strategy to nurture a greater trust from stakeholders.   

 

We are both gym-enthusiasts and in the recent years there has been a wide expansion of 

gyms in Sweden. This has resulted in a heavily saturated and competitive market (Gymjakt, 

2017). Since most gyms offer memberships, their relationship with a client is of high 

importance. This close relationship with a client and our passion for the gym phenomenon 

is what steered us into choosing to investigate transparency management within the 

personal fitness sector. Additionally the relevance and importance of transparency for the 

managers within the gym sector is of great importance. By using the methods provided by 

previous researchers and adapting it to fit this growing sector we aim to create an 

understanding for what managerial paths a manager can take in order to increase the trust 

for their business. A transparency strategy that can adapt itself to the wide range of clients 

that a gym may have can prove crucial in maintaining trust and in turn retaining their 

members. 

 

1.4 Gym industry in Sweden 
There are 1587 gyms in Sweden, all spread across 21 counties and 421 cities (Gymjakt, 

2017). The gym and fitness industry is growing in Sweden. It is increasingly common for 

people to have membership at a gym and various kinds of fitness facilities. International 

chains that can provide round the clock opening hours for low prices have established 

themselves in Sweden. This has lowered the membership prices in the market and has 

served to create a more competitive climate. Every year, the biggest chains achieve new 

member records and there seems to be no end to the growth. With a stronger national focus 

on personal fitness, many companies are today offering compensation in terms of health 

care contributions to employees. This can be a contributing factor to the increased growth 

in the gym and fitness industry. The largest business overall, the non-profit aerobics 

organization Friskis & Svettis, has over 100 associations around the country with over half 

a million members (SVD, 2013). 

 

The sales of the five largest gym-chains in Sweden increased by 80 percent during the years 

2006-2011 (SVT, 2013). People are becoming more and more aware of personal health and 

the positive impacts of exercise. More and more Swedes are training at gyms and the fitness 
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industry is going strong. Sweden's largest sports club “Friskis & Svettis” continues to grow. 

Last year the number of members increased by 2.4 percent to 552 082. The number of 

training sessions increased by 1.5 million to a total of 16 million workout sessions (SVD, 

2013). Within the private gym sector, the largest chain is SATS who had 275 000 members 

in the Nordic region in 2011(SVD, 2013). SATS increased sales by 4 percent in 2010 

(SVD, 2013). Nordic Wellness, which is another gym chain grew 50 percent in 2011 and 

expects sales to continue to rise by another 30 percent in 2010 (SVD, 2013). In the whole 

population, we see no statistical difference in the amount of daily physical activity, despite 

increasing sales of gym membership. 

 

Financially, the gym sector in Sweden is growing.  Revenues from the years between 2004 

and 2012 increased by SEK 1.9 billion (ekuriren, 2013). These facts were presented in an 

analysis by the credit reporting company UC in the newspaper Ekuriren (ekuriren, 2013). In 

2013, there were about 100 new gyms in Sweden, says Viking Bergström at CMS 

consulting firm, who operates in the gym industry (ekuriren, 2013). As competition in the 

industry is getting tougher, and the number of members does not increase as much, it will 

be a competition between the operators for the customers. Some gyms choose to specialize 

their business to attract a certain customer segment, and some are aiming to make 

everything a bit better to resist the tough competition. The companies and organizations 

that are active in this industry have been forced to evolve in order to be able to stay 

competitive. In order to maintain the membership numbers, the operators need to have a 

high level of service and it is very important to develop and establish good relationships 

with their members. This is important in order to preserve customers, and thus saving costs 

by avoiding constantly having to market for new customers. Due to the high growth of the 

gym sector and the fact that there is a market in which there is a lot of change and where 

members and their relations with companies are of major importance, we have chosen to 

look closer to this industry and how these different organizations and companies manage 

their transparency in order to nurture healthy trust-relationships with their stakeholders.  

 

1.5 Research Gap 
Although there has been a significant growth of research concerning business transparency 

in the last 10 years the spreading and adaption of it to relevant business sectors has not be 

considered much (Schnackenberg & Tomlinson, 2016, p. 1786). The majority of the 

research done focuses on the banking and the financial sector and it regards the 

management and evolution of transparency exclusively within those sectors (Tagesson et 

al., 2012; Newell, 2016). There is a clear gap in the application of transparency 

management when it comes to broadening the sectors analyzed within transparency. Even 

though its importance as a creator of trust has been established it has yet to receive a wider 

field of application. If there exist ways of measuring and managing transparency as many 

have argued (Schnackenberg & Tomlinson, 2016; Parris et al., 2015; Rawlins, 2009) their 

broadness and lack of practical implication within certain business sectors creates 

difficulties for companies to adapt to a changing world state. The discrepancies in the 

definitions of transparency management speak a tale of how the topic may lend itself to be 

an interpretive science which demands a need for further research. Schnackenberg & 

Tomlinson (2016, p. 1804) states in their literature review on transparency that there is a 



 

 

5 

need for an increase in the research of the mechanisms of transparency within organizations 

and that future research should aim at testing mechanisms of transparency but also 

identifying new mechanisms used to manage transparency. 

 

Research suggests that transparency is of highest importance when you actively are 

associated with and rely on an organization (Schnackenberg & Tomlinson, 2016, p. 1794). 

As transparency‟s relationship to trust when interdependencies are present is increasingly 

important, the gym industry serves as a great example. Because of the users commonly 

requiring a membership in order to access the fitness facility, joining a gym is usually a 

well thought out decision from the consumer. Additionally, the gym business in Sweden 

has had a rapid expansion the last years which makes it a very interesting business 

environment to research as competition has severely increased. Where previously people 

had only one option of gym, they now may have three or even more. Thus, our focused 

sector for investigating transparency management is the personal fitness sector, namely 

gyms. 

 

1.6 Research Question 
Having identified a research gap within the management of transparency we formulate the 

following research question: 

 

How is transparency managed within the gym sector? 

 

1.7 Delimitations  
As we have chosen to investigate how managers control transparency within gyms, it has 

been important for us to interview exclusively high management within gyms. Due to our 

limitations in time and resources we have limited our study to gyms in the Swedish market. 

Furthermore, the gyms interviewed have all been medium-sized gyms as those are the ones 

which we have been able to schedule interviews with in this time period. 

 

It is not within the aim of our study to identify the optimal way to manage transparency 

instead we focus on identifying the tools a gym manager has at their disposal and how they 

apply them when managing transparency. 

 

1.8 Purpose & Contribution  
The purposes of our project are to create a starting point from where transparency 

management within the personal-fitness sector can be handled. Creating guidance for 

managers of gyms to highlight the importance of transparency management and providing 

the tools to implement this in a practical setting. Since the gym-sector‟s consumers are 

mainly paying members of the organization‟s the creation of a clear plan for creating trust 

is required, and since transparency is one of the main factors when creating trust, the 

correct management of it should be of high value to managers in the personal fitness 

facility sector. 

 

Additionally, we aim to aid any future researchers trying to implement transparency 
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management in different sectors as it is our understanding that there exists a large gap that 

needs to be researched concerning applying already researched transparency strategies 

within a sector-specific view. It is also a goal of this research to spark an interest in the 

business research of gyms and personal fitness facilities, as they play a large part in today‟s 

society and may have unique managerial tendencies that have previously gone unnoticed 

due to the lack of research based upon such companies. We urge future researchers to 

conduct further studies within this sector.  



 

 

7 

 

2. Scientific Method 

This chapter revolves around our initial preconceptions towards the subject and our 

research philosophy; this is followed by our decisions taken on the journey towards our 

chosen research method and theories. In the end of this chapter we reflect upon our 

theoretical choices and try to apply a mantra of criticism to paint a clear picture about the 

subject. 

 

2.1 Preconception 
Bryman & Bell (2011, p. 30) cover the impact that an author‟s preconception may have 

during different parts of the thesis process. As it is a factor of one‟s values, previous 

experiences, and knowledge it is seemingly inevitable to eliminate all bias when conducting 

a study. This statement is strengthened by recent research highlighting the inability of 

researchers to withhold all their personal value from a subject (Bryman & Bell, 2011, p. 

29). Thus, we as researchers concede to our understanding of reality that a pure 

objectivistic approach towards research is unreachable for us. We do not view this in a 

negative light. Instead, we find comfort in that from the epistemological considerations 

until the conclusion of the study, pieces of who we are will be embedded within the text. 

 

This being stated we naturally intend to attempt as much of an objectivistic approach as we 

are capable of in the paper. We aim to do this by constantly reminding ourselves about our 

preconceptions and what impact they may have during the various parts of the process. 

Another remedy to the subjective view will be our constant sharing of the paper in order to 

get a multitude of opinions on our approaches, providing us with a balance that we hope to 

reduce personal bias efficiently 

 

We are two business students which have been taking the same master courses within 

business management. This has led to our inevitable hunger for a deeper understanding of 

managerial issues within companies. One of us stem from the International Business 

Program of Umeå University and during his studies have developed an interest in 

managerial procedures and the choices that a manager faces. Coupled with this he has 

conducted some work related to management and has experienced some of the issues that 

comes with managing transparency in first hand.  Additionally, the sector was chosen due 

to our interest in the phenomenon of gyms and their rapid expansion as a daily part of our 

life. We are both frequent users of local gyms which guided us to the gap of applying a 

transparency perspective on this certain sector and thus our prior experiences were the 

source of our research focus. 

 

2.2 Research philosophy 
It is of importance to state our ontological and epistemological position to motivate our 

strategy regarding research methods. This study concerns the management of gyms and will 

rely upon the manager's‟ understanding of the world and motivations concerning 
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transparency, thus we concluded an interpretivist approach to be suitable to make the most 

of the information gathered. Interpretivism revolves around: “...the view that a strategy is 

required that respects the differences between people and the objects of the natural 

sciences and therefore requires the social scientist to grasp the subjective meaning of 

social action.” (Bryman & Bell, 2011, p. 17). To gain an insight into our research question 

we need to understand the human behavior instead of simply explaining it, and thus we as 

researchers become a part of the knowledge generation within the study (Bryman & Bell, 

2011, p. 16). With us taking a role in the interpretation of the study it raises an issue of 

objectivity which we combat by the use of a self-critical approach when analyzing the data 

gathered. Combined with a wide range of input from other researchers we aim to strengthen 

the objectivism of our study. While applying this interpretivist approach an objectivistic 

position is paramount and the factors that are typical for this standpoint is that society is 

something that is determined and can so forth be generalized (Bryman, 2012, p. 36). Which 

raises another issue with the interpretivist approach: The difficulty to generalize our results 

towards other managerial situations (Bryman & Bell, 2011, p. 19). Arguably the 

management discipline places a focus on the interaction with people and thus replicability 

and generalizability of studies conducted within the management spectra generally faces 

difficulty with these problems. It is a field that is constantly moving and no two managerial 

situations are ever the same, thus the generalization aspect for the future may be diminished 

anyways as management is a very case specific discipline. 

 

2.3 Research application and design 
In the following section we will present our theoretical choice of method and we will give 

an explanation of how we as researchers look at reality and what is acceptable material. 

We will present the approach that we have had through the work and furthermore have a 

discussion on sources criticism in literature search.  

 

A qualitative approach repudiates science standards and models, and puts more emphasis 

on individual's view of reality, how people perceive and interpret different situations. What 

characterizes a qualitative study is that the properties and characters of interest rather than 

the amount or the amount of capacity (Olsson & Sorensen, 2011, p. 106). We have chosen 

to do a qualitative study where interpretation and understanding are in focus. The 

qualitative data collection method that we have chosen is designed to tackle the intricacies 

of studying management. The collection of data from a qualitative study obtained is rich in 

information and is done in interaction with humans. The information should be meaningful 

and the data is interpreted to create a deeper understanding of reality (Olsson & Sörensen, 

2011, s. 131). Following this we decided to conduct semi-constructed interviews in order to 

gain as much data as possible from our respondents. It allows us to get large amounts of 

data on the subject of transparency management which we can interpret in order to create 

an analysis. 

 

2.4 Choice of theories 
We have chosen to use Schnackenberg & Tomlinson‟s conceptual framework for managing 

transparency for an organization. In order to strengthen the assumptions of the theory we 

have complemented it with relevant theories from trust and communication. We introduce 
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the concept of transparency at first by describing from various theoretical views the 

benefits as well as downsides of an increased transparency. The model of Schnackenberg & 

Tomlinson is very conveniently divided into three dimensions. And we start of explaining 

each of these three dimensions: disclosure, clarity and trust. When introducing these 

concepts we aim to provide multiple views on how they can be perceived and what they 

may result in. Continuing, we venture into the various mechanisms that a manager may use 

in order to control these dimensions. These mechanisms are what we will later use when 

analyzing how gyms manage transparency. 

 

We complement the theory by Schnackenberg & Tomlinson by linking it to the 

determinants of trust theory by Mayer et al. Here we describe their theory on the three 

determinants of trust: Benevolence, integrity and ability. We establish relevance and 

describe how trust is impacting society today through the use of statistical surveys coupled 

with theories on the matter. 

 

Finally we have chosen to include a communication chapter with theories regarding 

efficient organizational communication channels. We included this aspect as we see 

communication as a bridge between transparent actions and perceived trust. Thus we use 

communication as vehicle in order to reach the desired destination for transparency. The 

main theory used for communication is the three modes of communication by Van de ven 

et al.; they describe the three modes as: Impersonal, personal and group mode 

communication. With their different attributes they offer distinct packages for transparency 

communication which we later use in our analysis when observing what channels are 

available for a gym manager. 

 

2.5 Source criticism 
Trying to give as a correct view of the reality as possible we have not only brought in 

theories in support of our chosen theory but also attempting to juxtapose it whenever 

possible with theories offering an alternative perspective. A liability of our main theory 

created by Schnackenberg & Tomlinson is that it is relatively newly conceived and 

untested. However, it is the result of rigorous literature review of a wide range of 

transparency management studies. Although their theories have not experienced a lot of use 

as of yet. In our study of transparency management it provides us with an interesting tool 

and a fresh perspective for which to study the topic of transparency with. 

 

We have refrained from the usage of any secondary sources as much as possible in favor of 

finding the original theories to strengthen the reliability of the study. This has not always 

been possible as some papers have simply not been accessible and thus we have had to 

resign to use secondary sources on a few occasions. 

 

As we could not find any qualitative studies regarding the management of gyms in our 

literature review we have been forced to embark on this fairly un-researched area. Due to 

the lack of research in this specific setting it is a risk that we may have missed some 

potential aspects of the topic that may be crucial when assessing it. But the fact that we 

have a model designed from a wide literature review means that even though the field may 
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be uncharted, we still have a model from which to navigate. Additionally, this makes us not 

limited by prior research on the topic. 
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3. Theoretical framework 

In this chapter, we define and explain our stance on transparency followed by an 

explanation of Schnackenberg & Tomlinson’s model of transparency mechanisms where we 

view it through the lenses of management, trust, and communication to create an 

adjustment to the model that includes communication as a bridge between transparency 

practices and trust. 

 

3.1 Transparency and the Mechanisms of Transparency 

Management 
 

3.1.1 Transparency 
„„Secrecy means deliberately hiding your actions; transparency means deliberately 

revealing them’‟ (Florini, 1998, p. 50). Defining transparency is not an easy task as its 

definition varies wildly with the different settings and cultures it is described in. Seen from 

a financial market perspective it is described by Jordan et al. (2000, p. 299) as a disclosure 

of timely and accurate information, while within the setting of organizational culture it is 

framed as nurturing visibility within an organization in order to enable its employees to 

properly adjust their behaviors within the company (Kaptein, 2008, p. 926). Viewing 

transparency through a chronological lens, it can be observed that in the past, research on 

transparency had a larger focus on practical problems and what part transparency played in 

those (Pagano & Roell, 1996; Flood et al., 1999). As time has moved on there has been a 

steep increase in the amount of research on transparency as well as a shift from the old 

viewpoint into a more mature research field where transparency itself is investigated in a 

thorough manner with a focus on its relation to creating trust between organization and 

stakeholder (Schnackenberg & Tomlinson, 2016, p. 1788). 

 

As our paper revolves around the management of transparency the definition that we find 

most suitable for a managerial perspective on transparency is: “...the extent to which a 

stakeholder perceives an organization provides learning opportunities about itself” (Parris 

et al., 2015, p. 240). This definition highlights that the pressure for creating transparency 

falls on the organization itself and not its stakeholders, meaning that there is a clear need 

for a proper management of the transparency factor. A thought that we share with most 

researchers is that transparency is not only the revelation of information that is positive in 

nature, but also the disclosure of things that may be negative in nature and that may be 

undesirable for an organization to communicate (Heise, 1985, p. 209). 

 

3.1.2 Benefits of transparency 
“In this era of multiple media and instantaneous news, transparency is less of an option 

than a necessity for organizations that wish to remain viable.” (Auger, 2014, p. 341). 

Corruption, scandals, and misinformation are a common seeing in modern news. They are 
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usually the result of secrecy within an organization that has now been revealed to the world. 

Transparency offers a way of prevent these scandals by already being upfront and open 

with the business activities of an organization. Limiting the upsides of transparency to only 

regard consumer relations is a common occurrence within marketing research (Granados et 

al., 2010; Bhaduri & Ha-Brookshire, 2011). However, research suggests that it is an aspect 

that impacts all stakeholders: consumers, business partners, society, employees, and the 

organization itself (Parris et al., 2015, p. 226). 

 

Consumers and partners look more fondly upon organizations that with the use of 

transparency eliminate the discrepancy between expectation of the organization and what 

the organization is (Bernstein, 2009, p. 604). This enhances the ability for organizations to 

work together and provides a smoother transition from an unknown factor into a partner. 

Coupled with this, consumers feel that transparent organizations are more reliable, have an 

increased fairness in pricing, and enhance the climate for purchase intentions and nurtures 

trust for the company (Bhaduri & Ha-Brookshire, 2011, p. 154). 

 

The societal benefits of transparency have been widely researched and the findings are that 

the society gets strengthened with organizations engaging in transparent behavior (Parris et 

al., 2015, p. 228). Transparent organizations educate the society and create a more equal 

knowledge ground between organization and stakeholder (Vaccaro & Sison, 2011, p. 21; 

Cheng, 2011, p. 171). They have a decreased power when it comes to their ability to exploit 

their secrecy in order to circumvent societal values; basically it is much harder for a 

transparent company to conduct corrupt practices such as hiding agendas and avoiding 

blame (Vaccaro & Sison, 2011, p. 25; Jahansoozi, 2006, p. 950). Additionally, Halachmi & 

Grieling (2013, p. 563) state that a transparent organization is less able to change reality in 

accordance with their monetary motives and thus reduces their ability to negatively impact 

society. Finally, the most prominent societal benefit of transparency is its role as a key 

driver for companies who have adopted the “triple bottom line” model created by Elkington 

in 1998, it is a framework that does not only focus on the financial aspects of an 

organization but encompasses social and environmental aspects on an organization. 

(Elkington, 1998; Parris et al., 2015, p. 227). 

 

Internally, the landscape of an organization that is openly sharing information creates an 

improved setting for cooperation and communication amongst the employees. It nurtures a 

creative atmosphere and helps employees find their roles in order to properly represent the 

organization (Vogelgesang & Lester, 2009, pp. 255-256). Vogelgesang and Lester (2009, p. 

252) argues that the transparent organization holds a competitive advantage over the non-

transparent counterpart. It creates a healthier relationship with stakeholders due to a higher 

commitment towards stakeholders within the transparent organization (Jahansoozi, 2006, p. 

954). As the employees are affected by the transparent structure of the organization, the 

organization itself mandates a less crude decision-making leading to a more ethical 

business process (Granados & Gupta, 2013, p. 638). The biggest benefit for the 

organization however is that the transparency leads to an increased trust for their business 

ethic which results in increased revenue and profit margins (Bhaduri & Ha-Brookshire, 

2011, p. 146). 
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However, these perks of a greater transparency are commonly juxtaposed with the risks of 

losing the element of secrecy (Tagesson, 2012). Losing out on something that provides a 

competitive advantage can be cause for a decreased transparency as with an increase in the 

similarity of the businesses understanding of each other's capabilities the ability to harness 

competitive advantage is decreased (Johansson & Malmstrom, 2011, p. 255). Vogelgesang 

and Lester (2009, p. 252) counters this point by proposing the benefits of competitive 

advantage that internally and externally transparent organizations possess. Additionally, a 

transparency strategy does not reveal all information a company has but instead controls it 

in order to paint a clear picture of an organization. Some researchers argue that this can do 

more harm than good as it can be used as a controlled virtual slice of what the company 

does, thus enabling continued secrecy and corruption within the organization (Jahansoozi, 

2006, p. 954). It is our firm belief that the potential benefits transparency management 

provides outweighs the potential downsides of it due to its high financial as well as societal 

value that has been displayed in this paper.  

 

3.1.3 Transparency management 
Transparency management concerns the use of organizational resources and competences 

in order to control transparency within an organization (Bhaduri & Ha-Brookshire, 2011, p. 

136). It is a crucial tool for building trust and there is an increased need of transparency 

management when stakeholders are non-trusting; the industry has an unfavorable 

reputation; the organization sell replaceable products and when striving for increased 

ethicality of the organization (Parris et al., 2015, p. 238). Moving from defining 

transparency to controlling the mechanisms of it has been the focus of many researchers 

(Rawlins 2009; Parris et al., 2015; Schnackenberg & Tomlinson, 2016). Each of these 

papers suggests a unique way to view transparency management from, by first dividing 

transparency into factors to see which organizational mechanisms impact these 

transparency factors. Rawlins (2009, pp. 94-95) described it as two separate factors 

“...reputation traits (integrity, respect, and openness) and communication efforts 

(participation, substantial information, accountability, and secrecy)”. Viewing 

transparency management as two different parts is a view not shared by Parris et al. (2015, 

p. 238). They instead take a more practical approach to the issue, focusing on the certain 

conditions when transparency is needed for a company and does not separate the factors by 

simply focusing on increasing an organization‟s perception of transparency. The third 

theory covered on transparency management is that of Schnackenberg & Tomlinson which 

explores transparency through three dimensions: disclosure, clarity, and accuracy 

(Schnackenberg & Tomlinson, 2016). Their construction created a convergence of the 

current literature on transparency management research. Sorting transparency within these 

3 dimensions demonstrates a clear picture of the framework that a manager can use to 

control transparency within the organization. We believe that Schnackenberg & 

Tomlinson‟s view on transparency management is the most complete model today for 

managing transparency and answers many of the questions that Rawlins (2009) and Parris 

et al. (2015) lack insight in due to their limitations in the dimensionality of transparency as 

well as the transformation from transparency into trust. 
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3.1.4 Dimensions of transparency 
 

 
Figure 1. Conceptual Method, (Schnackenberg & Tomlinson, 2016, p. 1802) 
 

Exploring the model depicted in Figure 1. One can see that Schnackenberg & Tomlinson 

create a pathway from the mechanism with which to manage transparency, into a final goal 

of trust. In order to define the mechanisms controlling the perceptions of transparency you 

must first grasp what the transparency perceptions include and entail. 

 

Disclosure concerns relevancy of information and its distribution to stakeholders in a timely 

fashion (Williams, 2008, p. 237). Its use as a central part of transparency has been heavily 

motivated by the multitude of researchers who have advocated its use in different forms 

(Finel & Lord 1999; Chaudoir & Fisher 2010; Pagano & Roell, 1996; Nicolaou & 

McKnight, 2006). “The concept of disclosure implies that information must be openly 

shared for it to be considered transparent. Yet disclosure is more than the open transfer of 

all available information. It also warrants a careful consideration of the most relevant 

information to disclose. “(Schnackenberg & Tomlinson, 2016, p. 1792). With this 

statement Schnackenberg & Tomlinson highlights the need for not only a management of 

when to disclose, but also of what to disclose. Thus, the importance of the relevancy of the 

information, the actual use one can have of the organization‟s message is of importance 

when controlling transparency within an organization. Zhu (2004, p. 679) in a game-

theoretic analysis of the transparency phenomenon proposes that when you limit 

information access to stakeholders their ability to form a clear view of the organization is 

negatively impacted. Thus, suggesting that the entirety of information about an 

organization fully enhances the stakeholder-organization trust relationship. However, the 
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view of Parris et al. (2015) is that too much irrelevant information provided may decrease 

stakeholder-organization trust. Parris et al. (2015, p. 238) puts a focus on the relevance of 

the information, indicating that simply sharing everything and in theory being completely 

transparent may be a cause of practical decreased transparency due to the inability for the 

stakeholder to find the information relevant to them.  

 

“Clarity is defined as the perceived level of lucidity and comprehensibility of information 

received from a sender.” (Schnackenberg & Tomlinson, 2016, p. 1792). Simply put: Can 

your audience extract the information from the communication your organization shares? 

Research strengthening the use of clarity as a cornerstone dimension of transparency starts 

with Daft & Lengel (1986, p. 555) who shared that the problem when a manager try to 

communicate information is not the amount of data available but rather the ability to 

transfer this data into something easily comprehended by the relevant stakeholders. In order 

to manage transparency with clarity one must think of the potential barriers to a clear 

communication, things such as language, industry jargon, and complicated mathematical 

equations are all hinders to a stakeholder if they do not possess the knowledge needed to 

decipher the information (Nicolaou & McKnight, 2006, p. 348; Granados et al., 2010, p. 

212; Berggren & Bernshteyn, 2007, p. 414).  

 

Accuracy can be regarded as the simplest of the dimensions as it concerns the correctness 

of the information shared by an organization (Schnackenberg & Tomlinson, 2016, p. 1797). 

This dimension measures the truthfulness of the organization and serves as a gauge of their 

ability to sway away from manipulative behavior. This concerns such selective 

transparency management that with intention withholds crucial information to stakeholders 

in order to by unethical means improve their standing (Jahansoozi, 2006, p. 954). 

 

3.1.5 Controlling the transparency dimensions 
Controlling the 3 dimensions are according to Schnackenberg & Tomlinson (2016) unique 

to the dimensions themselves, they suggest a variety of mechanics for managing each of the 

dimensions. Starting with Disclosure which is the keeping or, the not keeping of 

organizational information. Thus, in order to control this factor one can either choose to 

keep secrets from the public in order to decrease disclosure or by the use of an open 

information system enhance disclosure and in turn transparency of the organization. 

Naturally all information should not be available for the public. Anand & Rosen (2008, p. 

97) talk of 2 types of secrecy: Sanctioned and unsanctioned. Sanctioned secrecy would 

concern matters that are legitimate to withhold information within. As an example a 

company should not have to reveal their secret recipe to act more transparent. Unsanctioned 

secrecy would be the hiding of unfavorable financial performance in order to maintain a 

competitive advantage even though the organization is failing. What distinguishes a 

sanctioned from an unsanctioned secret is that the information itself is considered 

legitimate by stakeholders to keep within the organization while unsanctioned secrets are 

illegitimate in the eyes of stakeholders. Secrets are the way to control a reduction of 

disclosure and naturally the opposite is the way to increase disclosure. 

 

Open information systems revolve around the public having the ability to find information 
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about the organization and works in juxtapose with the organizational secrets 

(Schnackenberg & Tomlinson, 2016, p. 1799). Using an open information system provides 

chances for organization and stakeholders to cooperate and share knowledge (Kane & 

Fichman, 2009, p. 7). Examples of open information systems are the use of open source 

information such as publicly viewable bookmarks, and editable websites such as wikis 

where organizational and stakeholder information can meet (Kane & Fichman, 2009, p. 9). 

 

To manage clarity, Schnackenberg & Tomlinson (2016, p. 1800) suggest the use of Insider 

and outsider framing in order to decrease or increase the factor of clarity.  Organizations 

have the ability to either create a frame that can bring understanding to stakeholder or 

create a tactical confusion by distorting the information they are sending out in order to 

benefit self-interest. Framing can be seen as how understandable and meaningful something 

is to a recipient in order for them to create associations and find relevance from the 

information given to them.  “...we use the term framing to connote organizational attempts 

to alter the meaning of information content in ways that render it more or less 

understandable.” (Schnackenberg & Tomlinson, 2016 p. 1800). Thus, insider framing 

concerns the intention of making information hard to comprehend for stakeholders, this can 

be achieved through a multitude of tools. Castro et al. (2007, p. 586) describes the use of 

technical language in order to reduce clarity of a message towards stakeholders by making 

it context specific.  Parris et al. (2015, p. 235) mention the way of putting information in 

fine print and thus by technical modification halter the clarity of a message. The third 

method for creating an insider frame is the use of a different language to limit clarity 

(Schnackenberg & Tomlinson, 2016, p. 1800). 

 

Strengthening the clarity requires the creation of frames that relate to the interests and prior 

knowledge that the relevant stakeholders possess. Venkatesh & Davis (2000, p. 198) 

provides an example by highlighting that an organization can take use of modern 

technology to create a comprehensible framing for their information. Walker et al. (2008, p. 

70) revealed that organizations change framing strategies when dealing with different types 

of stakeholders. To us this means that a unique framing strategy should be considered for 

every stakeholder interaction and is something that many organizations have been lacking 

in.  

 

Concerning the management of accuracy, the two tools provided by research are 

“Decoupling and Faking” as well as “Authentic Leadership and Auditing” (Schnackenberg 

& Tomlinson, 2016, p. 1802). Organizations can decrease accuracy through faking and 

decoupling, on the one hand, or increase accuracy through candid interactions with 

stakeholders, on the other. (Schnackenberg & Tomlinson, 2016, p. 1800). Decoupling 

strongly correlates to the notion of whether an organization act according to their 

information given, and can be seen when organizations simply lie (Jahansoozi, 2006, p. 

954). Faking concerns activities where individuals in an effort to be seen as competent 

provide misinformation (Komar et al., 2008, p. 141). Examples of this are scandals such as 

the Enron scandals where documents were falsified to preserve their legitimacy as a 

business. Being forthright and providing authentic leadership and auditing is the remedy to 

increase the accuracy of an organization (Schnackenberg & Tomlinson, 2016, p. 1801). 
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Paths of doing this can be achieved through a creation of employment contracts that nurture 

honest managers (Evans et al., 2001, p. 554). Additionally, a structure for controlling the 

quality of the information sent out serves to improve an organization wide accuracy 

(Rawlins, 2009, p. 79). 

 

The sections above cover the mechanisms that Schnackenberg & Tomlinson explored in 

order to create their conceptual model for managing transparency within an organization.  

“These mechanisms are by no means an exhaustive list of alternatives available to 

organizations to manage transparency perceptions, nor are they meant to operate in 

complete isolation.” (Schnackenberg & Tomlinson, 2016, p. 1801). Thus, when an 

organization conducts some sort of activity to communicate with their stakeholders there is 

not only one dimension affected by the activity but all of the dimensions are impacted when 

a change is made within an organization. A strategic move that may enhance clarity could 

decrease the factor of an organization's accuracy. Additionally Auger (2014, p. 339) shows 

that an organization‟s reputation for transparency and their effort to communicate 

transparency are independent for an organization's creation of trust with a stakeholder, this 

suggests that even though the manager adjusts their transparency strategy, the reputation of 

an organization will also impact the trust-relationship. 

 

3.1.6 Summary 
Table 1 provides a brief overview of the main sources used and their key result for the 

creation of the transparency framework. 

 

Authors Year Journal Key Findings 

Schnackenberg 

& Tomlinson 

2016 Journal of management 3 dimensions of transparency: 

Disclosure, clarity, and Accuracy. And a 

conceptual model for managing them in 

order to create trust (p. 1802) 

 

Disclosure is not only the degree to 

which one openly shares information; it 

is also the consideration of what 

information is most relevant (p. 1792). 

 

“Clarity is defined as the perceived level 

of lucidity and comprehensibility of 

information received from a sender.” 

(p.1792) 

 

Accuracy concerns the correctness of a 

piece of information (p.1797). 
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Parris et al. 2015 Management decision Spreading information has the highest 

impact when the information provided is 

relevant (p. 238).  

 

Benefits and results of transparency 

impact all stakeholders including the 

organization itself (p.226). 

 

Defines transparency as “...the extent to 

which a stakeholder perceives an 

organization provides learning 

opportunities about itself” (p. 240). 

 

Too much transparency can lead to 

difficulties in stakeholder accessing the 

information relevant to them (p.125). 

Tagesson et al. 2012 Journal of East-West 

Business 

Swedish corporations more transparent. 

Culture and societal values are still 

impactful regarding differences in 

accounting practices related to 

transparency (p.333). 

Auger 2014 Journal of Public 

Relations Research 

Finds that there is a large need for 

transparency for organizations to remain 

viable (p.341). 

 

An organization‟s reputation for 

transparency and their effort to 

communicate transparency are 

independent for an organization's 

creation of trust with a stakeholder 

(p.339). 

Rawlins 2009 Journal of Public 

Relations research 

Two separate transparency factors: 

reputation traits and communication 

efforts (94-95). 

 

Controlling the quality of information 

that an organization sends out improves 

accuracy throughout the organization (p. 

79). 

 

Johansson & 2011 Entrepreneurship Increased transparency means losing 
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Malmstrom Research Journal secrecy and thus being liable to lose out 

on competitive advantages (p. 255). 

Jahansoozi 2006  Journal of 

Management 

Development 

Transparency management can be used 

selectively hide agendas and exploit 

stakeholders trust (p. 954). 

Vogelgesang & 

Lester 

2009 Organizational 

Dynamics 

Rewards of transparency leadership: trust 

in the leader, role engagement, creativity 

and innovation, increased performance, 

and a reduction in deviant employee 

behavior (p. 255). 

Bernstein 2009 Management Decision Transparency serves as a path to 

eliminate the discrepancy in public view 

of an organization and the reality of an 

organization (p.604). 

Vaccaro & 

Sison 

2011 Journal of Business 

Ethics 

Transparent organizations create a more 

equal knowledge ground between 

organization and the public (p. 21). 

 

Transparent organizations have a 

decreased ability when it comes to 

exploitative business practices and 

hidden agendas (p. 25). 

Anand & 

Rosen 

2008 Journal of Management 

Inquiry 

There are two types of organizational 

secrets: Sanctioned and unsanctioned. 

Sanctioned are legitimate secrets while 

unsanctioned are secrets that hide 

something negative about the company 

in order to appear better than the reality 

(p. 97). 

Kane & 

Fichman 

2009 MIS Quarterly Open information systems result in a 

shared greater knowledge for both 

stakeholder and organization (p. 7) 

Walker et al. 2008 American Journal of 

Sociology 

Framing strategies should vary when 

approaching different stakeholders (p.70) 

Komar et al. 2008 Journal of Applied 

Psychology 

Faking is when individuals in an effort to 

be perceived as competent provide 

misinformation (p. 141). 
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Bhaduri & Ha-

Brookshire 

2011 Clothing and Textiles 

Research Journal 

Transparent organizations are viewed as 

more reliable (p. 154). 

 

Transparent organizations gains 

increased trust which leads to being able 

to increase revenues and profit margins 

(p. 146). 

Castro et al. 2007 American Journal of 

Health Behavior 

Technical language (jargon) can confuse 

and mislead interpreters making the 

understanding of a piece of information 

context specific (p. 586). 

Table 1. Table of transparency research. 

 

3.2 Transparency and Trust 
 

3.2.1 Trust today 
Trust can be defined as the willingness to be vulnerable to another party (Schoorman et al., 

2007, p. 347). Thus, it is a two-part relationship, on one hand you have the trustor who 

takes a risk and is vulnerable to the other part which is the trustee who gets tasked with a 

certain matter. This highlights the potential dark side of trust where it is liable to be 

misused, leading to a decline in trust. Edelman's Trust Barometer is a global survey which 

has the goal of assessing the people‟s trust for governments, businesses, media, and NGO‟s 

(non-profit, non-governmental organization). According to Edelman's trust Barometer 

(2017) trust is declining globally and at a fast pace, showing that two thirds of countries in 

the world now show lower than 50% trust towards mainstream businesses (Edelman, 2017, 

p. 2). “...the 2017 Edelman Trust Barometer findings paint a picture of a public hungry for 

increased regulation for business and largely supportive of a number of anti-business 

policies.” (Edelman, 2017, p. 12). Edelman has also identified through their survey what 

factors are of highest importance in the creation of trust. On the top of the list we find that 

the most important factor for creating trust as a business is an urge for a sound treatment of 

employees, 72% who have lost trust in businesses state that treating your employees well is 

a cornerstone for building trust (Edelman, 2017, p. 17). This aligns with the findings of 

Vogelgesang & Lester (2009, p. 259) that a well-treated workforce strengthens trust within 

the organization. Moving further down the list, issues such as product and price quality are 

covered along with listening to consumers and having a sound ethical framework. Ranking 

in at a shared fifth placement of what is most important for creating trust comes the desire 

for transparent and open business practices. With 65% of the respondents experiencing a 

lack of trust feeling that transparency is crucial for a strengthened stakeholder-organization 

relationship (Edelman, 2017, p. 17). 

 

The fact that trust is the goal while transparency is the path to that goal creates a clear 

distinguishable contrast between the two topics that encourages us to explore how the goal 

of trust is best achieved through transparency management. 
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3.2.2 Reaching the goal of trust 
The mechanisms of transparency gave us the tool used to monitor an organization's 

pathway to the dimensions of trust but Schnackenberg & Tomlinson (2016) did not reveal 

any major theories of trust and simply defined it as the 3 different dimensions developed by 

Mayer et al. (1995, p. 717): Benevolence, integrity and ability. These are reached through 

the 3 dimensions of transparency: Disclosure, clarity, and accuracy. Framing these 3 

dimensions of trust within a broader research context of trust enables a firmer standpoint to 

analyze the transparency management within the gym sector. 

 

There is a lot of research concerning and defining the determinants of trust (Auger, 2014; 

Mayer et al., 1975; Rawlins, 2009; Yee & Yeung, 2010). Concerning the first of 

Schnackenberg & Tomlinson‟s dimensions of trust: Benevolence, Mayer et al. (1975, pp. 

718-719) speaks of benevolence as a factor revolving around the stakeholders 

understanding of an organization's good intentions. Meaning that if benevolence is reached 

the understood trust of the firm grows with it. It has strong correlation with more recent 

research on organizational trust where trust has been divided into two aspects: Competence-

based and goodwill trust (Brown et al., 2016, p. 188). The latter of these two relating to the 

benevolence of an organization's intentions. Yee & Yeung further added to the benevolence 

factor by stating that benevolence is: “...the extent to which a trustee is believed to care for 

the exchange partner beyond any egocentric motive‟‟ (Yee & Yeung, 2010, p. 147). 

Meaning that applying effort even though it does not directly benefit the organization but 

instead the trustor, creates an increase in trust through the benevolence factor. 

 

Ability and integrity from Mayer et al.‟s model is found within the Competence-based 

aspect of trust. Competence-based trust: “...encompasses positive expectations about a 

partner’s ability to perform according to an agreement” (Brown et al., 2016, p. 188). The 

ability mentioned by Brown et al. is the same as the ability dimension defined by Mayer et 

al. (1995, p. 717). A factor that determines the understanding from a trustor that a trustee 

possesses the skills and information needed in order to place the appropriate amount of trust 

on them. As an exemplification: you place your trust in the government to rule over the 

country as you believe in their ability to do so in an adequate manner. A scandal or a 

mistake that results in a loss of perception of an organization‟s ability must thusly be 

adjusted so that the organization can showcase a convincing ability. Recently, the BP oil 

crisis exemplifies a loss of trust due to a weak public perception of organizational ability 

after they leaked large amounts of oil into the ocean (The Ocean Portal Team, 2017). 

Integrity comes from the belief of the trustor, that the trustee follows a set of rules which 

the trustor finds legitimate (Mayer et al., 1995, p. 719).  This means that the organization 

should adhere to rules and create a reputation for having high ethical standards in order to 

promote a higher perception of integrity. Kang & Hustvedt (2014, p. 255) adds on to this 

aspect of integrity in their investigation on brand trust where brand reliability and brand 

intentions are seen as the factors, which reflects the ability and integrity factors from Mayer 

et al.‟s research. This shows that integrity is not limited to the public perception of the 

organization but instead encompasses all of the organization's commitments and brands.  
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Attempts have been made at including a wider spectrum of trust factors by researchers (Yee 

& Yeung, 2010; Garbarino & Johnson, 1999). They tested for the relevance of spectrums of 

reliability and credibility, however Yee & Yeung concluded that they were not 

differentiated enough from the other determinants of trust and did not result in a significant 

impact on stakeholder trust (Yee & Yeung, 2010, p. 155). In conclusion, the trust 

framework created by Mayer et al. combined with newer revelations such as those of Yee 

& Yeung; create a wider understanding of trust and its relation to transparency. We believe 

these three dimensions described by Mayer et al. and adapted by recent research provides 

the fullest picture of how transparency can interact with the determinants of trust in order to 

finally reach the goal of increased trust for the organization. 

 

3.2.3 Summary 
Table 2 provides a brief overview of the sources used and their key result for the creation 

of the trust framework. 

 

Authors Year Journal Key Findings 

Edelman 2017 Annual survey on trust More than two thirds of country have 

very low trust towards mainstream 

businesses (p. 2) 

 

65% of people believe that more 

transparent organizations are important 

for them to strengthen their organization 

trust relationship (p. 17). 

Mayer et al. 1995 The Academy of 

Management Review 

Three dimensions of trust: Benevolence, 

integrity & ability (p. 717). 

 

Ability is the perception of a stakeholder 

of whether or not an organization can 

satisfy their needs (p. 717). 

 

Integrity regards if the stakeholder 

believes that the organization follows a 

set of rules that the stakeholder thinks of 

as legitimate (p. 719) 

Yee & Yeung 2010 Journal of International 

Food & Agribusiness 

Marketing 

Benevolence is “...the extent to which a 

trustee is believed to care for the 

exchange partner beyond any egocentric 

motive‟‟ (p. 147) 

 

Tested additional dimensions for 

transparency: Reliability and credibility. 
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Concluded that they did not vary enough 

(p. 155) 

Table 2. Table of trust research. 

 

3.3 Communicating Transparency 
 

3.3.1 Communication, a packaging for transparency 
Clearly linked with a strong association to transparency is the notion of communication. 

Being the footsteps with which transparent actions and strategies transform into 

determinants of trust for the stakeholders. Communication is defined by Merriam-Webster 

dictionary as: “A process by which information is exchanged between individuals through a 

common system of symbols, signs, or behavior” (Merriam-Webster, 2017). Thus, it shines a 

spotlight on the need of considering communication theories when trying to spread the 

information of an organization towards relevant stakeholders. Johnson & Levin (1985) 

examined the act of transparency related to communication. By just providing 

communication about certain aspects of a product, consumers made assumptions about the 

unknown specifications of a product based on the actual information given of the known 

specifications (Johnson & Levin, 1985, p. 177). This shows to us that an effective 

communication of transparency leads to a higher understanding and acceptance of an 

organization's activities. Corporate dissonance is a term coined by Bernstein (2009) based 

on his work in 1984 concerning the public image of a company posed against the actual 

behavior of the company. The corporate dissonance phenomenon is a result of the 

discrepancy in the communications of the organization and the actual doings of an 

organization, showing once again the importance of proper communication. Corporate 

dissonance is not only an issue for organizations who are malevolent but give an 

impression of honest and ethical standards, it is also a problem for the organizations that 

have a sound ethical framework but fail to communicate it. It is our belief that adjusting the 

concept model of Schnackenberg & Tomlinson to include communication as a bridge 

between the mechanisms of transparency and the perceptions of trust to be able to garner a 

fuller overview on the management of transparency within the gym sector 

 

Does everything need to be communicated? Transparency calls for an increase in the 

correct communication but the relevancy of it has been a topic of many researches, but who 

is to say what is relevant, therefore this paper has chosen to include it as one of the major 

aspects concerning transparency. 

 

3.3.2 Organizational communication  
A common saying within the world of communication is: “The single biggest problem in 

communication is the illusion that it has taken place.” (Whyte, 1950, p. 174). Many models 

and theories on how organizational communication is best managed have been discovered 

by a wide variety of researchers (Shannon & Weaver, 1964; Mumby, 2012; Turaga, 2016; 

Daft & Lengel, 1986). The most prominent model of organizational communication has 

been the SMCR model created by Berlo (1960).  Berlo‟s model is an adaptation of Shannon 

& Weaver‟s model on the mathematical theory of communication. Berlo‟s model concerns 
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four dimensions: Source, Message, Channel & Receiver. By dividing the pathway that a 

piece of information travels from source to receiver Berlo (1960) managed to identify the 

needs in each process and as such created a method of evaluating communication strategies. 

After the research started on communication many areas of it has been explored. The one 

relevant for us is what options an organization has when it comes to providing information 

to their stakeholders. 

 

Stakeholder communication has long been a focus within project management and in there 

it has thrived and received a wide attention. Daft & Lengel (1986, p. 567) explained the 

information processing theory which is the most commonly used theory when studying 

communication in relation to stakeholders. It is a theory that has its core within bounded 

rationality. It suggests that due to cognitive limits of the human mind, our systems develop 

unique bases of knowledge which creates the need for information processing. In order to 

properly process the information organizations have developed tools which leads us to the 

various paths organizational communication with stakeholders can take (Van de ven et al., 

1976, p. 322). Van de ven et al. split them into three “modes”: impersonal, personal and 

group mode. Impersonal mode revolves around the part of a communication strategy that is 

built around schedules and procedures and other sorts of formal non-verbal communication 

(Daft & Lengel, 1986, p. 560). It is according to us an aspect that concerns mainly the 

communication with stakeholders who are low on the importance scale regarding the 

activities of the organization. Common exhibits of impersonal mode communication can be 

a newsletter about an organization, a scheduled meeting with a set agenda and anything 

which is structured in order to require a minimum amount of verbal communication such as 

impersonal e-mails (Turkulainen et al., 2015, p. 75). The personal and group mode of 

communication relates to a message delivered, received but also interpreted and adjusted by 

the recipient (Thompson, 1988, p. 76). Technology today allows organizations additional 

channels where a personal mode of communication can be displayed, social medias such as 

Twitter and Facebook creates platforms for organizations to nurture a personal 

communication with stakeholders. While personal communication revolves around face to 

face or messages going from an organization to a recipient while group mode 

communication relies upon bringing together a larger group of people by either scheduled 

or unscheduled meetings and communication channels. As discussed by Parris et al., (2015, 

p. 237) the goal of transparency is not to be entirely transparent, but to be seen as a 

transparent organization. Personal and group communication allows the organization a 

unique path with which to reach stakeholders with their messages of transparency. 

 

It is our understanding that the message of transparency must be delivered by the use of 

communication; a proper communication path can change stakeholder‟s entire view of an 

organization. Choosing the right channels and mediating relevant information is something 

which strongly correlates to Schnackenberg & Tomlinson‟s view on the clarity dimension 

of transparency. By creating a structure not only for the transparency management but also 

the communication of the transparency an organization decreases the likeliness of corporate 

dissonance. 
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3.3.3 Summary 
Table 3 provides a brief overview of the sources used and their key result for the creation 

of the communication framework. 

 

Authors Year Journal Key Findings 

Johnson & 

Levin 

1985  Journal of Consumer 

Research 

When a recipient is subjected with only 

partial information they will make 

assumptions about the undisclosed 

information, creating an unclear 

perception of the message (p. 177). 

Van de ven et 

al. 

1976 American Sociological 

Review 

Three modes of communication: 

Impersonal, Personal, and Group mode 

(p. 322). 

Turkulainen et 

al. 

2015 Project Management 

Journal 

Impersonal mode communication can be 

used today through various one-way 

communications such as scheduled 

meetings, newsletters and informative e-

mails (p. 75). 

Daft & Lengel 1986 Management Science Information processing theory revolves 

around that the human mind does not 

only receive the information. Our brain 

interprets the information based on the 

systems we have already created (p. 

567). 

 

Impersonal mode communication 

concerns an information strategy that is 

based on schedules and procedures (p. 

560) 

Thompson 1988 Book: Hur 

Organisationer 

Fungerar 

Personal and group mode 

communication allows messages to not 

only be received by interpreted and 

adjusted by the recipient (p. 76) 

Table 3. Table of communication research. 
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3.4 Conceptual Model 
 

Depicted in figure 2 is a conceptual model firstly created by Schnackenberg & Tomlinson 

but adjusted to fit the added dimension of communication as a bridge between transparency 

and trust as well as adapted in order to encompass our beliefs. It encompasses the 3 

dimensions of transparency and their relation to trustworthiness and communication. 

 

As observed in figure 2 we view transparency as a factor of three dimensions. Disclosure 

revolves around relevancy of information and actually sharing it. We suggest that this can 

be controlled through the use of the keeping or not keeping of secrets. Additionally a 

manager can increase disclosure through open information systems such as social medias 

and other two-way communications. 

 

Clarity concerns the comprehensibility of information and it is our belief that this is 

controlled through the action of framing. Framing is the action of making information 

understandable and relevant for a recipient. Either you can make a message hard to 

understand through insider framing by using technical language or hiding the meaning of 

the message by other means. Outsider framing is the opposite and works to aid a 

stakeholder in understanding the messages of an organization. 

 

Accuracy tackles how correct a piece of information is. In order to manage accuracy we 

suggest two tools. Decoupling and faking is the action of hiding information and not acting 

according to the message an organization sends out. Thus, deceiving the public and 

weakening accuracy. Authentic leadership & auditing concerns the use of structures for 

controlling the quality of information an organization sends out. These actions strengthen 

the organizations accuracy and reduce the risk of an organization exploiting the trust-

relationship with their stakeholders. 

 

The actions taken for controlling the transparency dimensions are later communicated 

through different channels in order reach our three determinants of trust. Impersonal 

communication is a type of communication that has limited interaction; basically, a one 

way communication that has no ability to be modified by a recipient. Personal and group 

mode communication channels are more open and allow the recipient to interpret and adjust 

information in order to create a clearer two-way communication between stakeholder and 

organization. These communication modes are not exclusive and are used complementary 

to spread the message of transparency. 

 

Finally, the actions of transparency are communicated through the modes to result in the 

three determinants of trust: benevolence, integrity and ability. Benevolence is the 

understanding of a stakeholder that the organization is caring for them beyond the 

organization egocentric motives. Integrity, concerns the stakeholders belief that an 

organization adheres to a rule set that nurtures high ethical standards. Lastly, ability is the 

stakeholders understanding of how an organization can live up to their expectations. If an 

organization manages to control these determinants through the usage of a well 
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communicated transparency management; the organization will nurture a stronger bond of 

trust. Additionally, it serves to eliminate the discrepancies of what stakeholders think about 

an organization, and what that organization actually is. 

 

 

 

Figure 2: Theoretical conceptual model 
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4. Practical Method  

In this chapter we will present the practical method for our study. First we will explain the 

research strategy process and then we will clarify the practical research approach used. 

We will discuss the choice of research methodology, and present the interview guide that is 

based on our theoretical themes. We will also discuss research ethics and validation 

regarding the data collection.  

 

What characterizes qualitative research is that it studies people and the social reality that 

mean something for these people, qualitative research tries to find out how this meaning 

matters (Bryman & Bell, 2011, p.394-396). In this work, interpretation and understanding 

are therefore important. There is not a lot of research in the particular research area of 

transparency and fitness and we wanted to investigate this subject further. This was the 

main contributing factor when choosing what type of study we wanted to conduct. 

 

We contacted gym managers and asked for interviews. We conducted semi-structured 

interviews, trying to get reflection of reality through observation and interviews, and then 

relating to our chosen theories. Semi-structured interviews usually ask questions more 

generally, the interviewer also has a freer option in order to ask follow-up questions 

(Bryman, 2011, p.206). The interviews were recorded and naturally, we asked for 

permission before. We did a semi-structured interview, and had different themes where we 

had the chance to go deeper into the subject.  Our interview guide was structured in a way 

as not to have questions relating directly to our research questions in order to reduce our 

bias when going into the analysis. Thus, we did not have exactly clear questions but rather a 

loose structure to make sure we got data for the areas we wanted to investigate. 

  

We did an interview guide based on the information gathered from the theory literature. We 

chose to split management transparency into three subcategories: Transparency and the 

Mechanisms of Transparency Management, Transparency and Trust and Communicating 

Transparency. 

 

4.1 Framework and Gathering Data 
The way we collected data reminds a lot about the general steps of qualitative research 

described by Bryman & Bell (2011, p.395). The framework that we used in the process of 

this study was to first find some general research questions. Then we selected some 

relevant sites and subjects to be able to collect relevant data. As we employ an interpretivist 

approach we wanted to gather as much information as possible regarding the respondent's 

actions as well as thoughts regarding the subject. When completing our theoretical and 

conceptual framework, the data needed to answer our research question became more 

evident for us. This allowed us to acquire more specific data and aided us in conducting 

further collection of data related to our research question. 
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4.1.1 Interview design 
The interviews were designed in such a way as to reveal not only information about the 

organization‟s transparency practices but also to gain a clearer insight of the climate within 

the fitness sector in Sweden. Thus the first part of the interview consists of questions 

relating to the sector in which they operate and contains more general questions about the 

day to day activities of the company. The benefits of more open questions are that it leaves 

room for unusual and unforeseen answers and the questions do not lead the respondents in 

any particular direction (Bryman, 2011, p.244). Our aim was to gain a clear insight of how 

the manager‟s perceived and handled the three aspects of trust, transparency and 

communication. Thus the interview questions are divided amongst these three pillars 

starting with trust and ending with communication. The choice of interview structure is a 

semi-structured interview where we have a guide for our interviews yet we also have the 

ability to sway away from the guide to acquire better data from our interviews (Bryman & 

Bell, 2011, p. 466-468). Seeing as we are dealing with a topic regarding management and 

the interactions between people we saw it as a necessity not to be limited by a fully 

structured interview. In Table 4 the interview questions asked and their relation to theory 

can be observed. 

 

Interview Question Theory 

Q7. What tools do you use when trying to 

convince stakeholders of your ability to 

perform up to their standards? 

Brown et al., 2016, p. 188 

Q8. Does your organization have any 

system/structure in place to strengthen trust 

for the company? 

Mayer et al., 1995, p. 719 

Q9. What are your thoughts of your 

relevant stakeholders understanding of the 

intentions of your organization? 

Yee & Yeung, 2010, p. 147 

Q11. Do you at times choose to not reveal 

certain information to your stakeholders? If 

so what are the motivations behind this 

secrecy? 

Anand & Rosen ,2008, p. 97 

Q12. Does your organization have a system 

in place for adjusting information in order 

to suit the receiver? 

Schnackenberg & Tomlinson, 2016 p. 1800 

Q14. What procedures do you conduct in 

order to control misinformation? 

Komar et al., 2008 

Q15. Do you have any way of controlling 

the relevancy of the information you 

Parris et al., 2015, p. 238 
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divulge? 

Q16. What channels do you use to 

communicate with relevant stakeholders? 

Van de ven et al., 1976 

Q18. How do you go about communicating 

transparency through formal 

communication such as e-mails? 

Turkulainen et al., 2015, p. 75 

Q19. In more personal settings where 

communication can be made both ways, 

how do you convey transparency? 

Thompson, 1967 

Table 4. Interview questions relating to theory 

 

4.1.2 Interview procedure 

When we created our interview guide, we began to embrace the purpose of the study, 

previous research and theories. We created a number of topics and asked questions about 

these issues, the questions were directly related to the purpose of the study and issues 

related to transparency.  

 

We wrote an email to the participants with some information about the interview procedure 

and the topic of our study. We did not assist with any further information since we did not 

want them to search for information in terms of what they should say to represent their 

company, we wanted the responses from the participants to be conventional and show what 

they already know. 

 

Before the interviews, we gave the respondents an introductory explanation of what the 

study is about. Bryman (2011, p.212) sets out a set of issues to be addressed in the 

information given to the respondents. It is important to describe who you are and what role 

you have in the survey, and also to explain who is responsible for the research and that it is 

part of a degree project (Bryman, 2011, p.212). We told the respondents about the interview 

procedure and that it would be recorded, this to make sure their approval. We also stated 

the purpose of the survey and in short we described why and how we selected the 

respondents for the interviews. It is also important to clarify that participation is entirely 

voluntary from the respondents side (Bryman, 2011, p.212). It is also important to mention 

that respondents are able to ask questions about the interview afterwards (Bryman, 2011, 

p.212).  We gave out an email address so that respondents can get in touch afterwards if 

they have any questions or concerns. 

 

In order to make data gathering as swift as possible we chose to allow our respondents to 

conduct the interviews however and wherever they wanted. The result of this is that all of 

our interviews were conducted via telephone as it was most convenient for our subjects. 

Seeing as the interviews were held via telephone there may have been outside distractions 

that could have impacted our respondents‟ answers. However, as this was the most 

preferred method of our interview subjects we chose to allow it as it enabled us to access 



 

 

31 

greater amounts of data. 

 

During the performance of the interview we started with more open and easier questions to 

open up for conversation. To ensure that we have objective responses, we were careful not 

to ask leading questions or use value-added questions. 

 

 

4.1.3 Sampling and Interview limitations 
We have done a non- probability sampling method in our study. Which is described by 

Bryman (2011, p. 194) as the sampling method that is most convenient and currently 

available to the researcher. Therefore, our study could face issues with not being 

representative of the entire target population which in our case boils down to all gym 

facilities in Sweden. We chose to interview managers in the industry. Managers usually 

have knowledge and insight into the topic of transparency and they are the ones creating the 

strategies for the gyms. Seeing the complications that comes with interviewing top 

managers of  businesses, it has been difficult to find relevant participants for our study and 

making a random selection has not been an option due to our limitations in time and 

resources. In conclusion, we chose respondents who were available and willing to 

participate. Resulting in our choice of convenience sampling (Bryman, 2011, p. 194-195). 

 

Our total size of our sample in the survey consists of 5 respondents. While originally 

aiming for around 10 gyms we had to concede due to our limitations. In order to complete 

the study we limited the amount of participants. We chose to only do our interviews on the 

Swedish market which is one of our limitations. We mailed different gyms and asked if 

they could participate and from those who responded that they wanted to participate, we 

then chose the ones that were appropriate for the study.  

 

Bryman (2011, p 48) explains the different research criteria that are important. Reliability is 

the extent to which the results of an investigation become the same if the survey is re-

conducted, or if it is affected by random or temporary conditions (Bryman 2011, p 48-49). 

It is important that the sample reflect the entire population and has high validity, a high 

validity of a study means that it is possible to make conclusions based on the data collected 

(Olsson & Sörensen, 2011, p. 107). We are aware, our survey is not fully accurate, but 

enough to be able to see trends among the population.  

 

Replication or reproduction means that the survey should be possible to repeat (Bryman 

2011, p 49). In order to make it easier for a replication of this study, we have been accurate 

in the research process. When we performed the data collection we were careful and 

systematic, this to ensure the quality and the ability for replication.  

  

Validity is when the conclusions generated from an investigation are linked or not (Bryman 

2011, p 50). There are different types of validity; the concept of measurement disability is 

how much a measurement term really reflects what the term is considered to mean (Bryman 

2011, p 50). Internal validity is how causation is correct, how likely it is that there is no 

other factor that can give rise to the apparent causation relationship (Bryman 2011, p 50). 
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External validity is if the results of a survey can be generalized in addition to the specific 

study context (Bryman 2011, p 51). In our study we have made a comfort selection, which 

makes it difficult to ensure that it is possible to generalize the results of this study for the 

entire gym industry in Sweden. 

 

 

4.1.4 Respondents 
We interviewed five managers in the gym sector from different organizations. Among those 

we interviewed there were three privately owned gyms and two of them were economic 

associations. Additionally, one of the respondents we interviewed wanted to be anonymous. 

Prior to the interviews, we agreed with the participants about the context, length and terms 

in which they would participate. 

 
We aimed to get at least five respondents from different gym businesses. Five of the gyms 

we contacted were willing to participate in our study. Our respondents are from different 

gyms, which give our study a broader point of view. The interviews took between 45 and 

70 minutes. The transcripts became thirty pages long, each interview averaged at about 6 

pages. 

   
Carina Karlsson operations manager Mitt Livs Stil 

Mitt Livs StiL is a nonprofit sport organization, who offers training that targets everyone 

(Mittlivsstil, 2017). The organization is located in Luleå and offers a wide range of training 

activities.  Mitt Livs StiL has 5000 members, 40 instructors, 20 employees with 10 

motivation coaches (Mittlivsstil, 2017). The organization‟s goal is to motivate and inspire 

members for a more active and healthier life (Mittlivsstil, 2017). 

 

Jasmin Silverhagen Site Manager Friskis & Svettis Göteborg 

1978 Friskis & Svettis was founded in Stockholm. Today, 36 years later Friskis has over 

108 local associations with a total of 500 000 members and over 16 000 volunteers (Friskis 

& Svettis, 2017). The original “gympa” has been supplemented with over 80 other training 

activities that currently are offered by Friskis. 75 associations offer gym beyond group 

training activities (Friskis & Svettis, 2017). The organization‟s goal is to get as many as 

possible to exercise and experience movement joy and to be able to offer different types of 

physical activities with Friskis values as a basis (Friskis & Svettis, 2017). 

 

Pernilla Forsberg, Co-Owner, Inpuls Luleå 

Inpuls is a middle-sized facility in Luleå owned by the female trio Pernilla Forsberg, 

Susanne Westerlund and Kirsi Poikela. They started out as instructors when the old Inpuls 

started and are today the owners of the new Inpuls. The owners hold competence within 

health- and wellbeing. The organization‟s goal is to spread a common sense of willingness 

and training joy (Inpuls, 2017). The organization aim is to spread the message about being 

able to live fully and have a balance, in everyday life (Inpuls, 2017). 

 

Johan Karinen, Chief executive officer, Friskvårdskompaniet 
Friskvårdskompaniet opened 1998 in Skellefteå. The facility is located in a house with 
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ancient ancestors and is renovated to be more environmentally friendly while preserving the 

olden charm. Friskvårdskompaniet is centrally located and offers individuals and 

companies movement joy and effective training at its best (Friskvårdskompaniet, 2017). 

The organization offers gym, group training, personal training, weight loss programs and 

relaxation (Friskvårdskompaniet, 2017). Both physiotherapists and naprapaths are available 

in the same building. The organization‟s goal is to improve people's health 

(Friskvårdskompaniet, 2017). 

 

CEO, Anonymous gym 
It is a medium sized gym with approximately 2000 members. There are six full-time 

employees in the organization. The organization consists of three different facilities, one 

which is the largest and which is the main business. 

  

4.1.5 Ethical considerations 
Axiology explains the role of the researcher's values and standpoint in a survey for the 

results to be reliable (Saunders et al., 2009, p. 114-116). Therefore, it has been important 

for us to discuss our position on the subject. To have an inductive view of theory and 

research is one of the key features of qualitative research (Bryman & Bell, 2011, p.394).We 

have had an inductive view throughout this study and we have tried to be as objective as 

possible. Both the interviews and the examination of the research matter should be made 

objectively and not be influenced by our own values nor the format of previous opinions or 

assumptions based on information not presented in the study. Another important 

responsibility is to make sure to give credit to people who have done research before like 

citing the right papers.  

 

There are some fundamental ethical principles related to people involved in research, 

fundamental ethical issues concern voluntary, integrity, confidentiality and anonymity 

(Bryman 2011, p 131). The information requirement means that the researcher should 

inform affected people about the purpose of the study (Bryman 2011, p. 131). We have 

made it clear to the respondents that participation is voluntary both through email and 

verbally, and if they wish they can change their mind and choose not to participate. The 

consent requirement means that the participants in the survey decide on their own if they 

want to participate (Bryman 2011, p. 132). The confidentiality requirement refers to the 

information that the people involved have shared and that it should be a secret to third 

parties (Bryman 2011, p. 131). We have been careful with all the information collected, we 

have taken great responsibility for the information that the respondents have shared. The 

utility requirement is that the data collected may only be used for the research purpose 

(Bryman 2011, p. 131). We have only used the information we received in the purpose for 

this study. 

 

After we had conducted the interviews we received permission from the respondents to use 

the material that we received. We recorded the interviews in order to able to transcribe 

them clearly at a later time. There is always the risk that the respondent's response is 

limited due to various reasons (Bryman & Bell, 2013, p. 490). To try to avoid that and to 

get as reliable and truthful answers as possible we have used a comprehensible language to 
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ease the understanding of the questions for the respondents. Reasons why we chose to 

record the interviews were that it facilitated the process and made it easier to analyze the 

respondents‟ answers. We weighed this concern and concluded that getting proper 

information from our subjects and being able to preserve it outweighed any potential 

downsides of recording the interviews.  

 

4.2 Analysis Method 
Due to the extreme amount of data that a qualitative study generates, it is required to create 

a manageable path for which to analyze the result in an orderly manner (Bryman & Bell, 

2011, p.571). To prevent these issues we have chosen to proceed with a template analysis. 

A template analysis revolves around sorting the qualitative data into themes and post that, 

relate them to theories. A template analysis allows us to diminish the large quantities of 

data we have gathered into more manageable nodes which we can put into our various 

templates. This approach goes very well with our interpretivist approach. According to 

Carson et al., (2001, p.83) the interpretivist revolves around known subjects but with the 

focus of finding reality in the social constructions. Thus, the use of a template analysis 

allows the interpretivist to expand further with being able to create templates of things that 

were not initially considered in the theoretical framework. 

 

The main alluring aspect of template analysis is that we are granted the ability to easily 

compare our subject‟s standpoints and thoughts on the various themes and from this enable 

us to analyze the management of transparency through different viewpoints (Cassell & 

Symon, 2004, p.257). This suits our subject perfectly as the purpose of our study is to find 

how gyms manage transparency and our path for doing this has been to collect different 

viewpoints concerning transparency management from various gyms. Template analysis is 

a very liberated form of analysis and there are various ways of doing it. In the end we chose 

to go with the form of template analysis that would suit our study‟s needs best. 

 

We divided the empirical data and theories into nodes which we later aligned to each other 

under the themes we created. This allowed us to use the relevant theories when 

investigating their relevant counterparts of the empirical data. Through this we were able to 

complete our analysis. Below in table 4 we display the nodes we created in order to 

template the analysis. 

 

 

Actions for strengthening trust and the methods used 

Stance on openness and transparency 

Strategies, structures and systems for transparency 

How and by what channels do they communicate transparency 

Table 4. Templates for analysis 
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4.2.1 Findings and analysis limitations 
All of our gyms are located in Sweden and the interviews were held in Swedish. Which is a 

limitation since the findings will mostly concern the Swedish market. This was a cause of 

some confusion when we later had to transcribe them and fit the statements into the 

empirical data part. A lot of effort was done in order to find the correct translations and 

even more difficult was the translation of the direct statements where at times we were 

forced to change some structuring in the respondents sentences. 

 

Additionally, there was an issue concerning our audio recording device. It malfunctioned in 

one interview which resulted in a poor audio quality and thus an added difficulty in 

transcribing the data from that interview. Luckily, quickly after the malfunction was 

discovered we proceeded to write down and recollect what the respondent said and we were 

able to form a clear transcript. However, due to memory not being a flawless aspect of our 

bodies, there may be a small discrepancy in our transcript from what was actually said. 

  



 

 

36 

 

 

5. Empirical Data 

This chapter displays the results of our qualitative interviews conducted with managers of 

various gyms. As one gym has requested to be anonymous we label it accordingly. Thus the 

respondents are: Inpuls Luleå, Mittlivsstil, Friskis & Svettis Göteborg, 

Friskvårdskompaniet & Gym 5. 

 

5.1 Inpuls Luleå  
 

Pernilla Forsberg, Co-Owner, Inpuls Luleå 
During the interviews we pondered about the origin of the company as to shed light on the 

organization‟s history in order to highlight any routines or specific systems that may have 

started as a result of the organizations previous dealings. Forsberg answered that Inpuls 

Luleå currently has three facilities and that the business started approximately thirty years 

ago. They are now 3 owners who have a common interest for service & fitness and thusly 

decided to take on this challenge together. They each have their areas of specialty. Forsberg 

is the head of fitness. 

 

When asked about which stakeholders that were most crucial for Inpuls Luleå, Forsberg 

answered that their most important stakeholders are the customers and: “...above all our 

staff. If our staff is happy and feels content, they will continue doing a great job, which 

leads to more customers”. As the interview continued she told us that their employees 

know that they care for them and there is a mutual trust between them. If something occurs 

in an employee's life and they can‟t show up and hold a class, the management never gets 

angry. Instead, they find another way to solve the issue. Thus, Inpuls Luleå stresses the 

importance of having a clear bond of communication between management and employees 

in order to nurture the bond of trust. When further asked about the importance of trust and 

how they create it, Inpuls states that as the customers all have specific expectations of the 

gym the way in which to approach them differs. Keeping a clean facility and being kind is 

two of the major expectations that Inpuls believe their clientele expects. “As we are 

working with people, communication is of high importance. We do this by spreading our 

message through our employees in order to reach our members with a happy demeanor.“ 

By spreading our message, we in turn create a bond of trust with the customers. 

 

As the interview progressed we shifted onto more tangible ways in which Inpuls 

communicated their trustworthiness. Again the message link between management and the 

instructors was highlighted as a key part of communication. Other ways of communication 

were things such as “...our website & Facebook [...] some things are marketed directly in 

the gym on posters but the most efficient way we have discovered is to simply have a 

knowledgeable staff that can instill a feeling of openness and trust which grants our 

members the courage to ask us things.” We further expanded on the topic of 
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communication and asked how they convinced their customers of their ability to live up to 

the public expectations. Here, the main theme was a sense of service and responsiveness to 

customer‟s ideas. Forsberg stated that this was not only relevant for the facility itself but 

also encompassed the online presence of Inpuls. When asked what systems or procedures 

Inpuls conducted in order to prevent a breach of trust within the organization, Forsberg 

answered that outreach to the customers were also the key here. In order to assess their 

conduct they gathered criticism from their members. The legacy and reputation of 

legitimacy of Inpuls is also an important factor, she exclaims. “Inpuls history is one that 

has not had any big breaches of trust and our concept has always revolved around not 

solely earning money but instead focusing on actually caring for people.” Forsberg said 

that they do not hand out any questionnaires in order to gather this information but instead 

focus on talking with members in order to gather their questions and comments. 

Highlighting the importance of the customer‟s perception of company integrity Forsberg 

stated:  “However, if there is another way to get better criticism we would more than like to 

know”. 

 

Continuing with the topic of transparency we touched upon how open Inpuls is and what 

types of information they do or don‟t share with the members of the organization. Once 

again Forsberg stated that they hope that their members understand them as a transparent 

organization. Concerning openness of their information. Inpuls work towards an open 

information policy and keeps members and staff updated. “Sometimes it may happen that 

we do not give out information instantly and instead choose to wait with announcing a 

certain thing as the details of it are not clear yet, as when we provide members with 

unreliable information they may end up disappointed.” Other than concerning themselves 

about the correctness of a message for the benefit of the customers, Forsberg said Inpuls 

attempts to be “as open as possible”. 

 

We continued with discussing whether Inpuls in some way curated information and fed it 

through specific channels in order to reach certain segments of their members with 

information relevant to them. Forsberg stated that sometimes only certain channels are used 

for conveying a message “ Sometimes we send out certain information only through 

Facebook as the targeted people are most likely to look for their information there, and it 

eases in adapting the message into something that they are more likely to understand the 

message we are sending out.” When asked what channel was most important for them to 

spread their message and they said the informal personal and group communication were 

the most critical way to reach their audience. “The personal communication between staff 

and member is where most of our visions and thoughts are communicated, this leads to a 

feeling of security and serves a greater purpose as the information provided by staff can be 

questioned by members.” 

 

 

5.2 Mittlivsstil   
 

Carina Karlsson, operations manager Mittlivsstil 

Mittlivsstil is a sport association that is a gym but also has other health activities which 
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offers a broader scope than other gyms. When asked about how many members they have 

Karlsson answered that they have around 4000 members. Karlsson works with the budget, 

as a project manager and with other managerial duties. Mittlivsstil has 14 full-time 

employees and around 200 non-profit trainers. Being an association, all of the profits that 

they make go into the organization. 

 

When asked what stakeholders are most relevant for the organization, we would hear things 

such as “The most important stakeholder for us is our student-members, they are our 

primary group. Additionally the physiotherapy and psychotherapy departments that we 

cooperate with are important partners, we also attempt to work with the student unions. 

Regarding the topic of trust Karlsson states that they have had some issues in their attempts 

to create a trust-relationship with people. It seems like their efforts to spread the message of 

an open organization that does not solely have a profit perspective has been met with some 

misunderstanding from people. “Some people choose us because we offer so much more 

than the standard gym. However, many people just want gym access and thus we find it 

difficult to compete with the low price gyms.” 

 

We continued by asking what channels they use in order to communicate with their 

customers and partners. Social medias, membership emails, posters and personal meetings 

at the gym were cited as the main ways of reaching their audience. Facebook and Instagram 

were mentioned above all as the most crucial paths of social medias: “We use Facebook 

when we want a two-way communication.” Additionally, TV & Radio ads were used in the 

past but have been put aside as Mittlivsstil believes that their targeted segments already 

know who they are. Instead they choose to focus on having a direct line of communication 

with events and gatherings at the gym. One of these is “Open Days” where members are 

allowed to bring a friend in order to introduce them to the gym and another is “Free Week” 

where anyone can come and test the gym. “There is a lot of interaction in the gym and all 

of the trainers on location gather information and comments from our members.” Karlsson 

says that they do not have any system for strengthening trust for the organization other than 

that they urge their trainers to act in a trustworthy manner. 

 

Regarding her thoughts of what the stakeholders think of Mittlivsstil she said that 

members‟ view on Mittlivsstil is a familiar organization with an easy going attitude. 

Moving the conversation towards transparency we queried if they had any systems in place 

in order to enhance transparency. Karlsson answered that they want to improve at sending 

out information. “We have a yearly meeting where people can participate but we don’t 

really market it. We are bad at it so it is easy to forget, which is also something our staff 

complains about.” Mittlivsstil has some systems in place in order to gauge customer 

satisfaction. Polls and questionnaires have previously been done by themselves but as they 

experienced difficulty with using them they decided to hire an organization to do it for 

them. Continuing on the topic of transparency Karlsson said that Mittlivsstil has nothing to 

hide. Being an economic association the members already have access to “...as much 

information as they want” and anything impacting the members is shared as soon as 

possible. Mittlivsstil stance on transparency and secrecy is quite clear “I believe that we are 

open with how our organization works, the members are also owners and thus all of our 
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financials is readily available. We have nothing to hide.”. 

 

Moving on to the channels they communicate through, Karlsson shed light on how they 

reach out to specific segments of their membership. It was done by designing the 

membership email in order to fit the person they sent it out to “But the most common way of 

communication is that we send the same message towards all of our stakeholders.” 

Members who leave are asked why they leave but currently nothing is being done with the 

information provided by this questionnaire. Karlsson said that Mittlivsstil try to compensate 

dissatisfied customers and that the employee who discovers the issue is tasked with trying 

to satisfy the customer. “We don’t have a system for it but rather we work through service 

on a case to case basis, trying to use the benefit of doubt in order to please as many 

members as possible.” Karlsson is hopeful about these new member surveys that they are 

conducting, she wishes to promote a feeling of trust that allows every member to get their 

voice heard. “This will allow us to make changes quickly in order to satisfy the expectations 

of our members in order to show them that we value their opinions.” 

 

5.3 Friskis & Svettis Göteborg  
 

Jasmin Silverhagen, Site Manager, Friskis & Svettis Göteborg 

The interview with Silverhagen provided us with some insights about the mechanics of 

Friskis & Svettis Göteborg. Even though the mother-organization of Friskis & Svettis is 

national the institutions are very localized. The requirements for being a “Friskis & Svettis” 

are that you provide gymnastics for the members, other than that the fitness activities they 

are allowed to have is very broad. Silverhagen stresses the importance of the members as 

stakeholders in Friskis & Svettis “The members are basically the owners of our 

organization. This keeps us from calling them customers”. Furthermore, Silverhagen noted 

the importance of cooperating with schools in order to acquire the use of their facilities. 

 

Expanding further on the online presence of Friskis & Svettis, Silverhagen said that 

Instagram “...is mostly used to communicate with the members who are already training at 

our facilities” thus exhibiting that this is a channel where they specifically target people 

who already are members and have knowledge of the local facilities. A specific group of 

people is reached by providing information after certain exercise passes and thus an entire 

class can be reached with a message that is specific to them. Friskis & Svettis also has a 

large traction with older people “...elderly members are not that mindful of the social 

medias and thus we keep them informed conversations as they are training”.  Newspapers 

were also briefly mentioned as a way to market the brand but Silverhagen added; “96% of 

the Swedish population recognize the brand Friskis & Svettis and because of this we do not 

have to excessively explain what we are.” Friskis & Svettis firmly believes that actually 

talking to people and gathering their concerns via conversations is the most efficient path of 

communication. The member‟s expectations of Friskis & Svettis is an accessible 

organization that is open to all and this was revealed to them with the use of member 

surveys, Silverhagen explains. 

 

Concerning transparency Silverhagen views Friskis & Svettis as a completely transparent 
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organization. “We issue a monthly letter to our members where we discuss what is 

happening and provide information about how we work within the organization.” 

Silverhagen provides an example of this communication “Sometimes we say that we are 

working on yoga for young people or improving something or the other.” Continuing the 

topic of transparency, Silverhagen states she has no recollection of any occurrence where 

they withheld information from their members, however “...sometimes it takes time for 

information to reach the members or staff. Obviously at times we have missed to relay a 

piece of information which have resulted in staff complaining due to the lack of 

information. Sometimes mistakes can happen.” Friskis & Svettis believes that the 

information is readily available and Silverhagen states that it all depends on how engaged 

members are in taking part of the information as “...there is not a lot that is secret.” 

Silverhagen explains that when people first become members they are provided with a 

welcome message that asks them to report to staff if they ever have any questions. 

 

The most common channel of communication when it regards receiving criticism is the 

desk in the facility. Silverhagen is site manager and thus have a lot of information regarding 

how this communication is made. “When a problem occurs and a member is not satisfied, 

the most important thing for us is to make sure that the person receives a relevant and 

quick reply from us.” She continues with stating that all issues are not solvable at first hand 

but it is a very case specific process. Friskis & Svettis has a large pool of competency to 

draw from when attempting to solve problems and most issues can be resolved swiftly at 

the information desk. To keep this deep competency Friskis & Svettis continues to educate 

their staff with meetings, activities and lectures. 

 

5.4 Friskvårdskompaniet 
 
Johan Karinen, Chief executive officer, Friskvårdskompaniet 

Karinen explained for us that Friskvårdskompaniet is a business that always puts health in 

the center and is an organization for those who want to improve their life quality. “Exercise 

is both fun and social and we want everyone to feel welcome here!”. Friskvårdskompaniet 

has three gyms with a wide range of activities, there are of course the gym facilities but also 

they offer group training and personal fitness. Currently they have a staff of eight 

employees in their three facilities. 

 

Moving on to which stakeholders that are most relevant to them Karinen claims that the 

customers are of the utmost importance. “We have both private and corporate customers” 

in total Friskvårdskompaniet has around 2800 members. Karinen also adds that they 

collaborate with other companies in order to market themselves. Karinen, said that there is 

a bond of trust between members and management and that they have a confidentiality 

agreement and do not discuss matters that their members bring to them. The small staff is 

described by Karinen as involved in most decision-making. “Information towards 

customers is what we are trying to market”. They take precautions to educate their staff and 

require that staff is schooled in the things that they teach and attempt to spread this to their 

members. Friskvårdskompaniet tries to market who they are and what they do through 

posters in the gym as well as with their online presence on their webpage, facebook and 
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instagram. Karinen continues to explain that the use of questionnaires in order to receive 

feedback from members regarding service is done in order to secure that the service 

provided at the facility is adequate and up to the expectations of the members. 

 

At Friskvårdskompaniet staff meetings are held each week that revolves around service and 

courses. “We aim to focus on a different topic every week where we discuss topics such as 

service, routine checks and various courses for our trainers.” Karinen states that the goal 

of these meetings is to create a direction for the business and additionally instructing the 

employees in how Friskvårdskompaniet works in order for their staff to be well-informed 

and educated. However, Karinen also explains to us during the interview that they do not 

send out a monthly mail to their users in order to keep them informed. Thus they do not 

reach out to their members about the outcome of their routine checks or “...the work we 

conduct in order to secure a great service.” Moving further we question how 

Friskvårdskompaniet is perceived by their users. Karinen answers that Friskvårdskompaniet 

is perceived as a service minded organization that provides room for people to be who they 

are. “In order to create a bond of trust with our members we treat everyone with an equally 

excellent service, we ask members what we can aid them with and adjust our service 

accordingly. We want our members to feel welcome and get the feeling that we are not only 

selling a membership.” 

 

Continuing we peered further into the topic of transparency which we touched upon before. 

Concerning transparency, Friskvårdskompaniet is not that open towards their customers. 

“We are great at informing about events coming up but when it comes to sharing the 

internal dealings of our organization we are not as open”. He continues to explain that this 

may be due to old established patterns and adds that they try to be transparent about what 

they are doing and what their next move will be. We progress with a discussion about what 

channels they use in order to reach certain segments of their users. They have a structure in 

place when they want to reach out with a piece of information “...we attempt to pick what is 

going to be communicated where. For example cases such as, this should only be viewed in 

Skellefteå and only concerns members over the age of 50.” Karinen explains that the most 

common channels in order to communicate with their members is their online presence. 

The website of Friskvårdskompaniet is the most crucial in order to reach many members 

but in order to build a two-way communication Karinen mentions the importance of social 

medias such as Instagram and Facebook. Karinen himself mostly decides what gets shared 

but: “If it is a major announcement we discuss it within the management team first.” 

 

Friskvårdskompaniet believes that there is a difference between personal and impersonal 

communication and they make use of them both. “We have our open messages on the 

website but we also utilize a more personal communication through the use of SMS when 

attempting to target specific members with a piece of information.” They have used these 

more personal messages in the past when they went on a training trip to Greece, for this trip 

they wanted dedicated members and thus sent out personalized messages in order to give it 

a more personal feel than simply writing it on their website. 

 

Friskvårdskompaniet has worked on nurturing a broader transparency with their staff as this 
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“...this makes them motivated.” Karinen said that they have gone from having meetings 

where they just presented a schedule for their staff, in favor of having meetings where the 

employees actually get to participate in the decision making process. Karinen continues 

with that they do not have final say in any matters but they have the ability to share their 

opinions and views on the matter. “They are the ones who will do the work and thus they 

should be able to impact it in a certain manner. This results in an increased motivation and 

a belief that the decisions taken are fair and open.” Karinen ends the interview with stating 

that at Friskvårdskompaniet a broad transparency is applied within the company but that a 

broad transparency towards their members is not that prevalent. 

 

 

5.5 Gym 5 (Anonymous) 
 

CEO, Anonymous gym 

This gym has three different facilities. Gym 5 has approximately 2000 members and has a 

staff of six people. Our interviewee acts as a CEO and in addition to his managerial duties 

he also works on the floor aiding in various activities. When asked what stakeholders are 

most crucial for Gym 5 our respondent answered:  “Our customers are our most important 

stakeholders, and will always be so for us.”. He continues by stating that they have other 

important stakeholders such as the companies they work with in order to be granted a 

healthcare allowance. But the customers are the ones paying gym 5 in the end and thus they 

are of the highest importance. 

 

“The trust relationship and loyalty from the customers is mostly based upon our 

geographical location and simply the fact that Gym 5 is the closest gym has a higher 

impact than what our gym actually offers”, states our interviewee. “We want our 

organization to be like a shark. A shark constantly has to keep swimming, we can never 

stop developing our facilities or our service. We always want to be on top and we always 

want to be on the front edge of the market.” However, when it comes to taking decisions he 

stresses that weighing the options presented is of huge importance as you can not act on all 

opportunities presented. 

 

When asked what channels they use in order to communicate with their members, Gym 5 

answers that they have a website, facebook and instagram. In addition to this they also have 

an open house policy where people can come in and try out the facilities. Gym 5 adds that 

difficulties have arisen due to many new low price gyms popping up offering cheaper 

alternatives. Thusly, Gym 5 has focused on adapting to the customer‟s needs. This is 

implemented by offering a wide array of membership options, from yearly memberships to 

shorter term agreements. “We do not want to force people to buy a yearly card when they 

only spend the winters in the gym.”. Shifting topic to how their members perceive their 

trustworthiness our respondent describes how the organization is perceived as a competent 

one that is in the front end of the business. They aim to create feeling of familiarity and 

welcomeness in order to create a bond of trust with their customers, they try to solve issues 

with personal communication. “We have nothing to hide and are very open about our 

economical decisions and upcoming changes. I mean, customers can simply google us to 
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know how it is going for us.”. Thus, Gym 5 has not got any intentions to keep things that 

secret. But major strategic decisions are a different matter “When we are to open a new 

facility we usually go out with the information early. However, if it concerns something that 

our competitors could use to their advantage we are more careful.”. 

 

 Moving on to whether Gym 5 curates or adjusts their information in any way to fit certain 

people. Our interviewee answers that Gym 5 does not have any structure in place in order 

to process the information they send out. “Whenever we go out with a piece of information, 

we never really adjust it to fit any certain people.” However he also says that there are very 

few who actually visit the website even though it contains most of the information about 

the gym. “Maybe 10 out of 100 visit the website and as such we do not spend so much time 

on developing it. Instead our events and such are communicated through Facebook where 

our dedicated members are more likely to receive our updates.” Coupled with their online 

presence they also have a help desk at their headquarters that is always staffed in order to 

acquire criticism and provide information by word of mouth. “Gym 5 conducts a yearly 

questionnaire in order to assess the member’s perception of the quality of the gym’s 

facility.” Our respondent stresses that service and customer satisfaction is the core of their 

value proposition. However, this is not something they communicate to their customer 

through any standard channel but instead favor to display it in order for customers to 

experience it themselves. 
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6. Analysis 

In this chapter we analyze our empirical data, this is done by viewing the data through our 

three lenses of trust, transparency, and communication. 

 

What do activities do gym businesses conduct in order to nurture trust for 

stakeholders 

Starting off the analysis, we investigate the gyms stances on the importance of trust and 

their specific ways of creating such a bond with their relevant stakeholders. Schnackenberg 

& Tomlinson‟s (2016, p. 1802) end goal of transparency is trust and to accurately measure 

how gym‟s garner trust we start our analysis by examining how the gym sector operates 

within the aspect of trust. Mayer et al.‟s (1975) theory on trust dictates 3 factors controlling 

the determinant of trust. The first part of this is Benevolence which revolves around the 

public‟s understanding of the good intents of an organization (Yee & Yeung, 2010, p. 147). 

As a result of our empirical findings we can see that all of the organizations have systems 

in place in order to cement the benevolence of the organization. The main theme for our 

gyms have been a core focus set on service and communicating benevolence through a 

continued responsiveness in dealing with any concerns posed by the membership of their 

respective gyms. 

 

Yee & Yeung (2010, p. 147) states that the path to nurturing benevolence is the action from 

an organization that goes beyond the egocentric motives of the firm and instead focuses on 

the care of the trustee. Karinen from Friskvårdskompaniet say “In order to create a bond of 

trust with our members we treat everyone with an equally excellent service, we ask 

members what we can aid them with and adjust our service accordingly. We want our 

members to feel welcome and get the feeling that we are not only selling a membership.” 

Within all 4 gyms examined this notion of benevolence through interaction with members 

has been prevalent. Forsberg from Inpuls adds to this saying “Inpuls history is one that has 

not had any big breaches of trust and our concept has always revolved around not solely 

earning money but instead focusing on actually caring for people.” Suggesting that the 

notion of benevolence and in the bigger picture trust, is something that gyms create through 

a long time of interacting with their stakeholders. This coincides with the impact of 

reputation in the creation of trust that Mayer et al. (1995, p, 719) discusses. The longer a 

relation is maintained with the three determinants of trust controlled, the greater becomes 

the trust relationship. Another perspective is that loyalty simply can be gained by a gym‟s 

location. As CEO of gym 5 says: “...the trust relationship and loyalty from the customers is 

mostly based upon our geographical location and simply the fact that gym 5 is the closest 

gym has a higher impact than what our gym actually offers.” This highlights an important 

aspect of the gym business, that their customers actually have to travel there in order to 

exercise and trustworthy or not, some gyms may get a lot of traffic simply to being the 

most conveniently placed. 
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The second factor of Mayer et al.‟s determinants of trust is ability. Ability revolves around 

the trustor‟s expectations about an organization being able to deliver according to an 

agreement. During our interviews we quickly realized that this factor is the most important 

one within the fitness industry. All of the gyms we interviewed had systems in place in 

order to reaffirm their ability. Our respondent from gym 5 says: “We want our organization 

to be like a shark. A shark constantly has to keep swimming, we can never stop developing 

our facilities or our service. We always want to be on top and we always want to be on the 

front edge of the market.” He stated this whilst discussing the fact that many new gyms are 

starting and the competition in the fitness industry is getting tighter. Thus the importance of 

delivering to the standards as Brown et al. (2016, p. 188) states is crucial due to the ease 

with which members can change gyms. Even though none of our respondents had any 

history with big breaches in trust the notion of communicating a message of ability is vital.  

 

Brown et al. speaks of when, communicating ability is of the highest importance: 

“Consequently, when a firm breaks the trust of its stakeholders in a way that calls into 

question that firm’s ability to do a task properly, the firm, at a minimum, must improve and 

communicate its technical competence.” The respondents we interviewed had a constant 

focus on improving their ability. This urge to improve abilities have ushered many gyms 

into offering more than simply a training facility. Karlsson from Mittlivsstil Luleå says: 

“Some people choose us because we offer so much more than the standard gym. However, 

many people just want gym access and thus we find it difficult to compete with the low price 

gyms.” In accordance with this statement, we found all of our respondents to have 

developed expanded features beyond the gym facility, such as member trips and special 

classes. For our respondents, the overarching theme in order to display their organizations 

ability, was to communicate it through service and personal interaction. Their way conjoins 

with Thompson‟s (1988, p. 76) view on the benefits regarding the usage of personal mode 

communication when attempting to spread a message to stakeholders. 

 

The final piece of Mayer et al.‟s theory is integrity. Integrity revolves around the public's 

belief that an organization is acting in an ethical and fair manner. In our analysis of this we 

find that no clear guidelines or structures is emergent in any of our respondents. Karlsson 

from Mittlivsstil Luleå says: “We don’t have a system for it but rather we work through 

service on a case to case basis, trying to use the benefit of doubt in order to please as many 

members as possible.” However, one thing all of our interviewed organizations had in 

common was the use of questionnaires in order to gather criticism from their members. 

CEO of gym 5 says: “Gym 5 conducts a yearly questionnaire in order to assess the 

member’s perception of the quality of the gym’s facility.” Bandsuch et al. (2008, p. 108) 

suggests these actions are indicative of organizations with integrity “ The CEO should be a 

person of integrity who takes responsibility for the corporation adhering to the highest 

ethical standards.” Bernstein (2009, p. 604) discussed that increased transparency 

eliminates the discrepancies of public perception and actual reality. This seems to be the 

case for our respondents as they constantly are trying to reach out with how their 

organizations actually are. 

 

Investigate gym businesses stance on transparency 
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In order to manage transparency, Schnackenberg & Tomlinson (2016, p. 1802) have 

divided it into three dimensions: disclosure, clarity and accuracy. Auger (2014, p. 341) 

says: “In this era of multiple media and instantaneous news, transparency is less of an 

option than a necessity for organizations that wish to remain viable.” Indeed transparency 

is something that does not only impact the organization additionally it impacts all of the 

stakeholders an organization may have (Parris et al., 2015, p. 226). However transparency 

is not simply the act of sharing all of your organization‟s information, there are a lot of 

intricacies and paths with which to do it in order to send out as clear a message as possible. 

Bernstein (2009, p. 604) stated that organizations who employ a clear transparency strategy 

will eliminate any false thoughts that stakeholders may have with an organization and in 

turn will be viewed as more trustworthy. 

 

The CEO of Gym 5 says: “We have nothing to hide and are very open about our 

economical decisions and upcoming changes. I mean, customers can simply google us to 

know how it is going for us.” His views are repeated by our other respondents one of them 

being Mittlivsstil Luleå which is a cooperative association. Karlsson from Mittlivsstil Luleå 

says: “I believe that we are open with how our organization works, the members are also 

owners and thus all of our financials is readily available. We have nothing to hide.” Thus 

the gym‟s stances on transparency can be clearly stated as a positive one. Which goes along 

with the view of Bhaduri & Ha-Brookshire (2011, p. 154) and results in the gyms feeling 

more reliable from a stakeholder's viewpoint. This results in an increased belief in the 

fairness in pricing and creates a climate in which trust is easily created. Forsberg from 

Inpuls echoes the others statement and says: “We attempt to be as open as possible.” The 

benefits both for organization but also for the society at large are well researched 

(Vogelgesang & Lester 2009, p. 252). And while the benefits such as equal knowledge 

grounds; reduced ability to exploit secrecy and being a key driver for triple bottom line 

companies, the control of transparency is not that simple (Vaccaro & Sison 2011, p. 21; 

Cheng, 2011, p.171; Parris et al., 2015, p. 227; Jahansoozi, 2006, p. 950).  

 

Strategies, structures and systems for transparency 

The first of Schnackenberg & Tomlinson‟s dimensions is termed disclosure. Disclosure 

revolves around how open an organization is with their information, but also if the 

information provided is relevant and provided in a timely manner (Williams, 2008, p. 237). 

As our interviewees declared they all strive to be as open as possible. Silverhagen at Friskis 

& Svettis says: “...sometimes it takes time for information to reach the members or staff. 

Obviously at times we have missed to relay a piece of information which has resulted in 

staff complaining due to the lack of information. Sometimes mistakes can happen.” The 

lack of a clear structure for controlling disclosure is shown in all of our respondents. CEO 

of Gym 5 says: “Whenever we go out with a piece of information, we never really adjust it 

to fit any certain people”. But the notion of disclosure is not entirely ignored and most of 

the gyms we have interviewed have a few systems in place in order to assess the disclosure 

of their information. Forsberg of Inpuls says: “Sometimes we send out certain information 

only through Facebook as the targeted people are most likely to look for their information 

there, and it eases in adapting the message into something that they are more likely to 

understand the message we are sending out.” 
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While limiting access to information is argued by Zhu (2004, p. 679) to distort the picture 

of the organization, Parris et al. (2015, p. 238) say that simply sharing everything to 

everyone will lead to more confusion and exemplifies why disclosure is a crucial aspect in 

order to make stakeholders feel that the information provided is relevant. As a means of 

controlling the dimension of disclosure, Schnackenberg & Tomlinson (2016, p. 1802) 

suggest managing organizational secrets as well as using open information systems as tools 

in order to decrease or increase disclosure. Regarding management of organizational secrets 

we have already established the respondent‟s openness but there were some things that 

were not openly shared. CEO of gym 5 says_ “When we are to open a new facility we 

usually go out with the information early. However, if it concerns something that our 

competitors could use to their advantage we are more careful.” This is a type of sanctioned 

secret which means it is legitimate in the eyes of stakeholders as opposed to unsanctioned 

secrets where organizations withhold information for illegitimate means (Anand & Rosen 

2008, p. 97). Karinen from Friskvårdskompaniet says: “We are great at informing about 

events coming up but when it comes to sharing the internal dealings of our organization we 

are not as open”.  

 

The second method used for increasing disclosure is the use of open information systems 

(Schnackenberg & Tomlinson, 2016, p. 1802). A common denominator for all of the 

managers interviewed has been the use of open information systems in order to swiftly 

provide and gather information from their members. Facebook, Instagram and other social 

medias have been the focal point from which the gyms have controlled disclosure. Karlsson 

from Mittlivsstil Luleå says: “We use Facebook when we want a two-way communication.” 

Instead of their website Gym 5 has chosen to focus on social medias as well, CEO of gym 5 

says:  “Maybe 10 out of 100 visit the website and as such we do not spend so much time on 

developing it. Instead our events and such are communicated through Facebook where our 

dedicated members are more likely to receive our updates.”  Kane & Fichman (2009, p. 7) 

say that the use of open information systems allows organization and stakeholder to share 

knowledge and cooperate. Our interviewees have displayed this relation to be true and that 

the use of open information systems is broadly acknowledged in the gym industry. 

 

Regarding the second dimension, clarity which concerns if information communicated is 

readily available and comprehensible by the recipient (Schnackenberg & Tomlinson, 2016, 

p. 1792). The controlling mechanisms for clarity are insider and outsider framing. 

Something that became evident during the interviews is the importance of this dimension 

for the gym industry. Our respondents described the wide array of people that use their 

facilities. Everything from children to elderly people and all with vastly different needs and 

cultures.  

 

Insider framing is the tool for decreasing clarity and can be showcased as the barriers of 

communication that stand between sender and receiver (Granados et al., 2010, p. 212). 

Making information hard to find or hard to understand is not something that our 

interviewees would ever say they have a strategy for. With all of the organizations 

interviewed having the same positive attitude towards transparency this is not an activity 
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we could see them pursue. However, the potential lack of proper outsider framing may 

result in an unintentional insider framing of information (Parris et al. 2015, p. 235). 

Silverhagen from Friskis & Svettis says that how much information a member can get is 

not something that they control and instead says that it is up to the members themselves to 

decide how engaged they want to be in the organization as “...there is not a lot that is 

secret.” Thus, the lack of a proper outsider framing strategy can lead to decreased 

transparency for an organization even if all of the information is available as it is in the 

organizations which we have interviewed. Daft & Lengel (1968, p. 555) explained this as 

being an issue of having huge amounts of information yet no tangible ways or systems in 

which to convert the message into something comprehensible for another part. 

 

In terms of outsider framing strategies in order to increase clarity we observed that a lot of 

different approaches have been taken. Friskvårdskompaniet has an outsider framing 

strategy. Karinen from Friskvårdskompaniet says: “...we attempt to pick what is going to be 

communicated where. For example cases such as, this should only be viewed in Skellefteå 

and only concerns members over the age of 50.” And in accordance with Venkatesh & 

Davis (2000, p. 198) findings, they make use of the modern technology with entities such 

as Facebook which permits a more selective and personalized line of communication with 

stakeholders. Silverhagen from Friskis & Svettis adds: “...elderly members are not that 

mindful of the social medias and thus we keep them informed by conversations as they are 

training.” So the gyms interviewed act in certain ways in order to provide an outsider 

framing and as Friskis & Svettis showcases that they attempt to change framing strategies 

when dealing with different types of stakeholders suggesting that some sort of adaptation is 

used. This is in support of Walker et al.‟s thoughts of a change in framing strategies when 

dealing with different stakeholders (Walker et al., 2008, p. 70). Gym 5 has no structure for 

this and our respondent says: “Whenever we go out with a piece of information, we never 

really adjust it to fit any certain people”. Though this stance was an outlier in our data we 

observed that the lack of a tangible way in order to process information to recipients is 

prevalent throughout all interviewed organizations. Even though some interviewed 

companies had some practices in place with which to create more targeted communication 

there is a lack of a clear structure that nurtures a higher level of lucidity of the information 

shared from an organization (Thomlinson & Schnackenberg, 2016, p. 1792). 

 

The final dimension of transparency is accuracy and revolves around how correct a 

statement is. Organizations can decrease accuracy through faking and decoupling, on the 

one hand, or increase accuracy through candid interactions with stakeholders, on the 

other. (Schnackenberg & Tomlinson, 2016, p. 1800). Throughout our interviews, our 

respondents have all stated that communicating correct information is important thus 

showing them valuing the accuracy dimension. Our interviewed organizations could not 

state any use for decreasing the accuracy of their messages, decreasing accuracy is 

something that can lead to scandals and serves to hide unethical agendas (Komar et al., 

2008, p. 141; Jahansoozi, 2006 p. 954). Karlsson from Mittlivsstil Luleå says that “Our 

members have access to as much information as they want, anything that impacts the 

members is shared as soon as possible.” 
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Increasing accuracy of information was however a higher priority for our interviewed 

companies. A structure in order to quality control the information an organization sends out 

will improve an organization wide accuracy (Rawlins, 2009, p. 79). All of the gyms we 

interviewed had scheduled meetings with staff in order to discuss happenings and strategies 

for the future of the gym. Karinen from Friskvårdskompaniet aims to educate staff and 

create a unified direction for the company through the use of weekly meetings  “We aim to 

focus on a different topic every week where we discuss topics such as service, routine 

checks and various courses for our trainers.” These meetings are an example of the 

authentic leadership that increases accuracy for an organization (Schnackenberg & 

Tomlinson, 2016, p. 1801). Other means of increasing accuracy has been to withhold with 

information until its correctness can be assured. Forsberg from Inpuls says: “Sometimes it 

may happen that we do not give out information instantly and instead choose to wait with 

announcing a certain thing as the details of it are not clear yet, as when we provide 

members with unreliable information they may end up disappointed.”  Karinen from 

Friskvårdskompaniet adds to this by saying: “If it is a major announcement we discuss it 

within the management team first.” These practices ensure the accuracy of information, 

thus increasing accuracy while simultaneously decreasing the factor of disclosure by 

withholding information. These tradeoffs in the transparency dimensions are very common 

throughout the entirety of our interviews and serves to remind that an increase in one 

dimension may lead to a decrease in another aspect of transparency.  

 

How is transparency communicated within the gym industry 
As described by Tomlinson and Schnackenberg regarding their conceptual model of 

transparency: “These mechanisms are by no means an exhaustive list of alternatives 

available to organizations to manage transparency perceptions, nor are they meant to 

operate in complete isolation.” (Schnackenberg & Tomlinson, 2016, p. 1801). As  

management of transparency involves an extensive part of communication, we observed 

that our interviewed gyms had a wide array of channels with which they spread their 

transparency. Communication is a crucial aspect in order to transfer the actions of 

transparency into a message that will lead towards trust. If not managed properly only parts 

of a message will be understood and the recipient will be left to assume the rest on their 

own (Johnson & Levin, 1985, p. 177). 

 

Once again we quote Whyte saying: “The single biggest problem in communication is the 

illusion that it has taken place” (Whyte, 1950, p. 174). Most of the interviewed companies 

have stated that they want to improve at sending out information. Karlsson from Mittlivsstil 

Luleå says: “We have a yearly meeting where people can participate but we don’t really 

market it. We are bad at it so it is easy to forget, which is also something our staff 

complains about.” This showcases an impersonal mode communication which builds upon 

scheduling of meetings and procedures and is suitable for people who are not so concerned 

about what the organization is up to (Daft & Lengel, 1986, p. 560). Naturally, the gyms 

have multiple channels through which they communicate. The standard channels such as 

marketing, social medias and emails are commonly found in our data. However, the unique 

aspects of being a fitness facility allows for an additional more effective path of 

communication which our interviewees has pursued. The most prominent way of 
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communication has been personal interaction with the members of the organization. 

Forsberg from Inpuls says: “As we are working with people, communication is of high 

importance. We do this by spreading our message through our employees in order to reach 

our members with a happy demeanor.“ This type of communication grants the organization 

the ability of not only spreading their message, but also getting an immediate response and 

being able to clear up any confusion (Thompson, 1988, p. 76). Karlsson from Mittlivsstil 

Luleå: “There is a lot of interaction in the gym and all of the trainers on location gather 

information and comments from our members.” This approach requires a well-educated 

staff that has knowledge of both what they are teaching, as well as of the organization itself.  

Across the board our interviewees have stated how valuable it is to have a well-educated 

staff that is able to provide swift and knowledgeable answer. In order to have such an 

educated staff they have taken some measures. Friskvårdskompaniet focuses on having a 

recruitment process that only considers those already educated within their fields, they 

complement this with having weekly meetings as well as sending their employees on 

courses. This practice for recruitment will also increase accuracy as they create 

employment contracts that nurture honest principles amongst their staff (Evans et al., 2001, 

p. 554). 

 

Developed conceptual framework 
Figure 3 is the model we developed in order showcase how the transparency management 

of gym fits into the existing theories on transparency and communication. 

 

Firstly, regarding the dimension of disclosure. We observed that our respondents really had 

no intentions of actually hiding any information regarding their activities. Only a few 

sanctioned secrets that provided strategic advantages were used. Thus, our observations are 

that gyms have an open agenda that attempts to swiftly share information through the use of 

social medias. 

 

We discovered that gyms have no clear structure for enhancing clarity and instead clarity 

management revolves around adaptation through personal communication during 

interaction in the gym. An example of this would be that our respondents could 

communicate more effectively with their elderly members by having face to face 

conversations. 

 

Accuracy was controlled by ensuring the correctness of a piece of information before 

sharing it by reviewing important messages within the management prior to communicating 

it. The accuracy of our respondents was strengthened by ensuring a knowledgeable staff 

that knew of the organization‟s plans and that had the ability to in some ways impact them. 

 

These actions were communicated through all of the standard channels such as: radio, 

websites, posters, newspaper ads and more standard communication channels. The most 

interesting channels of communication were however the usage of social medias coupled 

with two-way communication achieved by personal communication in the facilities. The 

ability to communicate transparency through face to face communication allowed the 

employees to adapt messages in order to fit the recipients. Whether this was done in a class 
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to multiple people or to a single individual it still provided a unique tool for the managers 

to spread the views and intentions of their organization to a targeted group of individuals. 

This two-way communication is displayed in theory as something that allows the recipient 

to impact the message and thus serves to increase all dimensions of transparency and 

increasing trust for an organization. 

 

Finally, we concluded that the strategies we identified the gym managers pursued was a 

combination of efforts in order to create an open agenda where information was easily 

accessible. They supported this strategy by having a unified staff that was well aware of 

which direction the organization was headed. Thus, they could serve as mediators of the 

management‟s views and intentions. Most communications are handled on a case to case at 

the service desk in the facilities or through the communication between members and staff 

which is then radiated back to the management.  
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Figure 3: Developed Conceptual Framework 
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7. Discussion & Conclusions 

In this chapter we discuss our answer to our research question: “How is transparency 

managed within the gym sector?” We will first discuss the various elements regarding the 

management of transparency and our findings on it. This will be followed by the conclusion 

of our research question. The chapter is ended upon what we consider could be possible 

exploits for future research within the subject. 

 

7.1 Discussion 
 

What do activities do gym businesses conduct in order to nurture trust for 

stakeholders 

Concerning trust our analysis displayed a high willingness amongst gyms to create and 

nurture a stronger bond of trust with their stakeholders. A large part, if not all of their 

attention was directed towards the customers of their organizations. Our empirical findings 

in accordance with our theory supports that reputation is the most important thing in order 

to create trust.  And a reputation is created through the actions that a gym conducts in order 

to ensure their customers of the trustworthiness. Service and a quick response when dealing 

serves as tools for gyms to use in order to strengthen trust with members. Only one of our 

respondents say that the geographical location has a high impact in nurturing trust, Even 

though location is of importance in choosing your gym we believe that trust stems from 

actions and not location. 

 

With the competition in the gym industry being as severe as described in our empirical 

data, communication of organizations ability to perform up to a customer‟s standards are 

highly prioritized in the gym industry. These actions are expressed in a wide variety of 

ways. Our data shows gyms adding additional facilities, classes and educated employees in 

order to display the gyms ability and functionality. Regarding ethical issues, the 

overhanging results from our analysis displays a lack of any formal system for controlling 

that gyms are acting in a fair manner. However, Our analysis shows us that in the gym 

industry problems are handled on a case to case basis and the usage of questionnaires in 

order to assess performance is very common. In accordance with our theory these actions 

aid in creating a picture of an organization adhering to high ethical standards. Thus our 

conclusion of the activities gyms conduct in order to gain trust is a multitude of tools. Our 

findings display a lack of structure in using these and that no real planning goes into the 

process as it is mostly handled on a case to case basis in order to ensure swift responses. 

 

Investigate gym businesses stance on transparency  
From our analysis we can conclude that all of our respondents believe that acting in an open 

and transparent manner is more of a necessity than an option. This goes well in hand with 

our theory on the subject. Seeing as gyms are facilities used by such a wide variety of 

people and also, as displayed in our analysis easily interchangeable, being transparent can 

be considered vital. As our respondents have been unanimous in believing in the openness 

of gyms as organizations we conclude that gyms have a positive stance towards 

transparency. Gyms value it as it reduces the discrepancies in beliefs about the gym 
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resulting in a more fair picture of the organization. This is supported by our theory chapter 

and resonated by all of our respondents. 

 

Strategies, structures and systems for transparency 
Our analysis shows us that within the three dimensions of transparency gyms place 

different amounts of priority on each. Disclosure has been discussed as something that 

comes naturally for all of our interviewees. In our data we can‟t find any signs of a system 

of keeping unsanctioned secrets. Naturally, it would not be something our organizations 

would reveal in an interview but our interpretation is that these businesses are legitimate 

and have no reason to hide their intentions. A structure that is used by all of our 

respondents is the use of open information systems such as Facebook in order to share more 

information about their company. This is in accordance with our theory on the increasing of 

disclosure and we conclude that gyms increase disclosure, strengthening their transparency 

through the use of social medias where there is possibility of a two-way communication. 

 

Regarding clarity. Our data displays a somewhat structureless strategy when it comes to 

framing. Many of our gyms had no structure and only one had a system in order to adapt a 

message to the desire receiver. Most of our respondents stated that all information is 

accessible if the members, and that it depends on how interested members are in finding it. 

There is a small disregard of creating a system for enhancing clarity amongst our 

respondents as most communications with stakeholders are on a case to case basis. In gyms, 

much of the clarity is solved through personal communication, where the staff can adapt the 

message to whomever they are talking to at the moment. Even though gyms have a lack of 

a clear structure that creates a higher level of understanding we can conclude that they 

manage it through targeted communications in conversations and social medias. 

 

In our analysis the respondents answered strongly about accuracy. Their structure for 

creating a strong accuracy within the organization consisted of having a well-educated staff 

as well as ensuring information is correct before relaying it to the public. A staff that is 

knowledgeable about the company‟s plans will be able to relay that accuracy through the 

interactions they have with members. This is of high importance within the gym industry 

since our findings show us that the staff of the gyms is those who in the end spread the 

message of the management team. 

Thus we conclude that the major tool for managing accuracy within the gym industry is a 

unified staff. Recruitment processes, staff meetings and having good relations with 

employees is how managers within the gym industry can maintain a strong organization 

wide accuracy. 

 

How is transparency communicated within the gym industry 
Our findings show us a wide variety of channels for communication ranging across all the 

modes of communication displayed in our theory chapter. Most of our respondents have 

forsaken older ways of marketing such as tv and radio ads in favor of focusing more on an 

online and facility presence. The two way communication has been most effective for our 

respondents in order to spread their transparency. The main channels used have been social 

medias and personal & group mode communication through conversations with gym staff. 
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This is in accordance with our theory chapter on what channels are most effective for 

communicating with important stakeholders. While only one of our respondents described 

their recruitment system for acquiring knowledgeable new staff we can not conclude that 

the others have not such a system in place. Not only did our respondents focus on 

interaction with members in order to radiate transparency, they also put a large focus on 

having a history without scandals. This is in accordance with our theory that reputation is 

one of the foremost ways of exhibiting transparency and creating trust. Our conclusion is 

that gyms in Sweden communicate their transparency through most of the standard 

communication channels. However, the most important are the interactions between staff 

and members where a two-way communication can be achieved. This is done both through 

interactions in the facility as well as communication via social medias online. 

 

7.2 Research question conclusion 
 

How is transparency managed within the gym sector? 

Gyms manage transparency through having a totally open agenda that is accessible for 

anyone. In order to achieve this strategy, gyms focus on having open meetings; Quickly 

sharing correct information and; Having a unified staff with knowledge of the company. 

This message is distributed through a multitude of marketing channels with the primary 

ones being; The personal interaction between staff and members of the gym and; The use of 

social medias in order to reach out and establishing two-way communications. These 

interactions are enabled by the gyms having a well-educated staff as well as dealing with 

communication on a case to case basis. This results in messages to not only be transferred 

but also adjusted in real time by the recipients in order to establish a stronger trust-

relationship. 

 

We do not think that these are all the paths that a gym manager has at his disposal in order 

to manage transparency. However, it is the trends that we have observed when analyzing 

the data. As such, the strategies suggested in Figure 3 are not an exhaustive list and can be 

complemented by a wide assortment of efforts in order to control transparency. 

 

With regards to the three dimensions of transparency the gym sector has placed the largest 

focus on making information readily available through disclosure and accuracy. However, 

the clarity of the messages are somewhat lacking. There are no clear systems for adapting 

information in order to suit the receiver and with the wide range of people that can attend a 

gym, this has resulted to some confusion for the members of our respondents. At times 

information has met with some barriers trying to be spread and we believe that with a more 

structured system the perceived transparency of a gym could be greatly enhanced. 

 

7.3 Recommendations for future research 
 

In our study we have mainly focused on identifying the various paths gyms take towards 

trust through transparency management. However, we have simply identified these and not 

drawn any major conclusions about how they interact with each other and how they 



 

 

56 

function. Thus, an interesting topic for future research would be to go deeper into the tools 

that they use and attempt to assess their impact. This could be done through case studies 

and further interviews with gyms. We extended Schnackenberg & Tomlinson‟s (2016, p. 

1802) model with the addition of communication theories. There is a possibility that 

including theories from more fields may aid in creating a clearer structure for transparency 

and offers potential research opportunities. 

 

Due to our interview format, our analysis of gyms transparency strategies to build trust with 

stakeholders got very focused on the consumers. All of our respondents found them to be 

the single most important stakeholder. A possible opportunity for future research would be 

to further investigate if their transparency management towards partners or other 

stakeholders are achieved in another manner. 

 

In our study we identified somewhat a lack of knowledge and a lack of a clear structure for 

managing transparency when we applied the model of Schnackenberg & Tomlinson (2016) 

to the gym industry. It could be fruitious to do a case study on a larger gym business that 

has these set structures in place and observe how it may differ from the medium-sized gyms 

we investigated in this paper. 

 

We believe that a similar approach of our study could be applied for multiple fields in order 

to identify if there are any notable similarities or differences between the various sectors. In 

our study our final answer to how transparency is managed became very centered on the 

business form of a gym itself and its properties. Thus, since most transparency research in 

the past has been focused on banking and finance sectors we suggest to further spread the 

application of the transparency theories in order to break new ground and finding new ways 

for creating a more open organization. As transparency can be considered a crucial aspect 

of many of today‟s businesses; applying it to more sectors is stressed (Auger, 2014, p. 341). 
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8. Contribution & Practical recommendation 

In this chapter we link our study back to theory in order to assess the theoretical 

contributions of the study. It is followed by the practical and societal implications of our 

study as well as practical recommendations. 

 

As previously discussed in the research gap section the spread of transparency management 

studies has largely been limited to financial and banking organizations (Schnackenberg & 

Tomlinson, 2016, p. 1786; Newell, 2016). With this study we expand the sectors covered 

by transparency management theories and we aim to create a start for applying 

transparency management theories to a wider set of business segments. The lack of theories 

and studies that are practically relevant from a manager‟s perspective is something that we 

have also observed when constructing the theory (Schnackenberg & Tomlinson, 2016; 

Parris et al., 2015; Rawlins, 2009). With our approach of identifying and broadening the 

practical means with which to control transparency we create an easier ground for 

integrating transparency management theory into practice.  Additionally many theories on 

transparency management leave out the importance of communication and simply believe it 

is conducted through the mechanisms of transparency (Schnackenberg & Tomlinson, 2016, 

p. 1802). Our study has shown how important communication is when putting managerial 

theories into a practical situation. 

 

Except from the theoretical contributions offered by our study we argue that our project has 

practical implications and societal implications. From a practical viewpoint our conceptual 

model in figure 3 can serve as a guide for gym managers in order to assess some of the 

tools that are available to them when attempting to increase the transparency of their gym. 

Secondly, our investigation of the most effective communication can aid managers of gym 

when discussing through which channel they could distribute a certain message. Thirdly, it 

highlights the value of a knowledgeable staff and may serve to motivate managers to put 

more effort into educating employees in order to provide a better representation of the 

organization. The societal implications of our study revolve around a possibility for an 

increased transparency within the gym industry. It serves to reduce any scandals associated 

with excessive secrecy and creates a safer business environment for gym members. The 

lack of structure identified when it comes to adjusting a message could lead to an 

improvement in the comprehensible information available to society if acknowledged. This 

will allow organizations and consumers to make more informed decisions when choosing 

what gym they would like to train at. A more efficient transparent management within the 

fitness sector allows for a potential increase in public health as more people are reached 

with the communications of gyms. Thus, we recommend gym managers to place a larger 

focus on controlling the transparency of their business. Using the model we have generated 

a manager could examine how their business handles achieving the determinants of trust. 

We also recommend managers to put greater effort into adapting their messages to suit their 

intended receivers.  
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9. Quality criteria 

In this chapter we assess the trustworthiness of our study through four criteria: credibility,  

transferability, dependability and confirmability. 

 

Credibility regards the believability of a study‟s findings (Bryman & Bell, 2011, p. 

396).We ensured this by recording the interviews in order to work around any confusion 

that may have occurred with the taking of notes. After the interviews we asked in our 

respondents wanted to receive the transcripts from our interviews after we had interpreted 

them. In the translation from Swedish to English some meaning may have been lost and 

thus we reached out to our respondents with our English transcriptions in order to ensure 

respondent validation. The other concept suggested by Bryman & Bell (2011, p. 397) is 

triangulation which revolves around using more than one source of data in order to study a 

social phenomenon. With the design of our study it is our belief that the qualitative 

interviews were the only reasonable method to gather data, given the time and resources we 

could allocate to this thesis. However we complemented our knowledge by doing rigorous 

searching in scientific databases in order to further expand our theoretical base. 

 

Transferability concerns if the results of a study can be used in another context or in 

another time (Bryman & Bell, 2011, p. 398). We have rigorously documented our research 

process in order to strengthen this factor. However, we leave the aspect of transferability to 

be interpreted by the reader as even though we have provided a thick description, the nature 

of the science is that it varies a lot with time and  coming technology. Also the study we 

have done is very industry specific and could possibly only be applied  to the personal 

fitness sector. 

 

Dependability evaluates how likely findings are to be applicable for other times and 

concerns the replicability of a study (Bryman & Bell, 2011, p. 395). Much work has gone 

into providing a detailed description of all the steps in the research process in our 

methodology chapters. This coupled with the fact that we are two people who have 

collected the data and agree upon the social reality that we perceive helps to strengthen the 

dependability of this study. 

 

Confirmability handles the objectivity of the study. It regards how well one is aware of 

their own  subjectivity and how they have worked around it in order to reduce its impact on 

their study (Bryman & Bell, 2011, p. 398). We have constantly during our entire research 

process been sending parts of our works to independent actors in order to get their view in 

order to reduce subjectivity. To that end we decided to include a multitude of theories in 

order to balance the views in our theoretical chapter. Additionally, we designed our 

interview questions around more general questions instead of having a hard focus on the 

theories of our thesis.. We have taken care to present our preconceptions and pre 

understanding of the topic in our methodology chapter. It is our belief that all of these 

actions have strengthened the confirmability of our study, yet we acknowledge that it is 

impossible to remove all subjectivity from a study. 
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Appendix 

 

Interview guide: 

 

1. Could you tell us a bit about your organization? 

Kan du berätta om er organisation och hur ni arbetar här? 

2. What is your role and duty within the organization? 

Vad har du för roll här inom organisationen.  

3. What stakeholders are most relevant within the fitness sector? 

Vilka intressenter är mest intressanta för er? Tex kunder, samarbetspartner.  

4. How important is the trust-relationship between your organization and relevant 

stakeholders? 

Hur högt värderar ni tillit mellan er organisation och andra intressenter? Kan du beskriva ett 

tillfälle som visar hur ni skapar tillit med intressenter?  

5. What do you find most important in creating trust between stakeholders and 

organization? 

Vad tycker ni är viktigast för att skapa tillit gentemot intressenter? Vilka kanaler använder 

ni för att inge förtroende för er organisation gentemot andra intressenter.  

6. What tools do you use when trying to convince stakeholders of your ability to 

perform up to their standards? 

Hur går ni tillväga för att kommunicera att ni kan leva upp till era konsumenters 

förväntningar? Förmåga, integritet och godhet   

 

7. Does your organization have any system/structure in place to strengthen trust for the 

company? 

Har ni något regelverk/system/procedur inom företaget för att säkerställa att det inte uppstår 

bristfälligheter i tillit?Hur säkerhetsställer att man lever efter värdeord.  

8. What are your thoughts of your relevant stakeholders understanding of the 

intentions of your organization? 

Vilka tankar har ni kring hur medlemmar/intressenter uppfattar er organisation?  

9. What is your organization‟s stance on transparency?  

Hur öppna är ni med information kring er organisation till intressenter i allmänhet?  

10. Do you employ any specific strategies in order to enhance transparency? 

Använder ni er av några strategier för att stärka er öppenhet/transparens inom företaget? 

Väljer ni ibland att undanhålla information gentemot intressenter?  

11. Do you at times choose to not reveal certain information to your stakeholders? If so 

what are the motivations behind this secrecy? 

Vad brukar ligga bakom ett beslut att undanhålla information? Har ni något exempel på en 

sådan situation? 

 

12. Does your organization have a system in place for adjusting information in order to 

suit the receiver? 

När ni går ut med information, har ni någon struktur eller system för att framställa det på ett 



 

 

 

sätt som passar mottagaren?  

 

13. Can you provide any examples of different ways you package information to 

enhance clarity for a stakeholder? 

 

Har du något praktiskt exempel på hur ni går tillväga med detta ? 

14. What procedures do you conduct in order to prevent misinformation? 

Hur kontrollerar ni att de budskap ni ger ut är korrekta? 

15. Do you have any way of controlling the relevancy of the information you divulge? 

Har ni något sätt att gå tillväga för att ge intressenter information som är relevant till dom? 

Kurerar ni information så att bara den information som är relevant är den som sprids till 

intressenter?  

16. What channels do you use to communicate with relevant stakeholders? 

Vad har ni för vägar att nå ut till intressenter? 

17. Which of these channels do you find most effective in communicating 

transparency? 

Vilken utav dessa medier finner ni mest effektivt för att kommunicera? 

18. How do you go about communicating transparency through informal 

communication such as e-mails? 

Informell kommunikation betyder att det inte existerar en dialog mellan parterna utan 

informationen går bara åt ett håll. Har ni några specifika sätt för att kommunicera på ett 

transparent sätt genom dessa medier? (t.ex: Mail, brev, möten osv) 

19. In more personal settings where communication can be made both ways, how do 

you convey transparency? EXEMPEL 

Numera så är det mer vanligt med en kommunikation som går åt båda hållen t.ex Sociala 

Medier. Finner ni det lättare att kommunicera och skapa en uppfattning av transparens/tillit 

genom mer personlig kommunikation? EXEMPEL 

20. Do you have any additional thoughts or insights on the topic of transparency 

management? 

Har du några ytterligare tankar kring ämnet transparens och kontrolleringen av den? Eller 

är det något annat du känner att du vill lägga till som rör ämnet transparens.  
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