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1. Introduction

This is a study of the information behaviour of members in a specific kind of organisations, 
namely  voluntary  youth  organisations  working  for  peace,  democracy  or  sustainable 
development. That information and knowledge are essential for organisations in a so-called 
“information society”, more than traditional resources such as capital or raw material, has 
been claimed by many, practitioners and theorists alike (see for instance Eschenbach & 
Geyer 2004, p.9-13). Most people who have ever been members of any kind of organisation 
can confirm that communication problems are among the more severe as well as the more 
usual problems in organisations. The right information, at the right time, in the right place, 
in the right fashion, can make the difference between good and bad strategic decisions, knit 
the participants in an organisation together and help them pursue the same goals, facilitate 
tasks at all levels, and provide the participants with a common memory of how problems 
were solved earlier in the organisation. For small voluntary organisations lacking many 
traditional resources, information is an even more important resource: “information is the 
life blood on which they depend” (Deacon & Goldin 1991, p.69). 

Consultancy bureaux selling so-called information technology (IT) solutions,  bestselling 
handbooks and research fields such as information management research and knowledge 
management research are all devoted to studying how organisations can adequately manage 
this  valued  resource  called  “information”.  But  information  and knowledge  are  evasive 
entities. As Choo (2006, p.1) explains, it is very difficult to gain an overview of how people 
in organisations actually use information, since “Information is an intrinsic part of nearly 
everything that an organization does, so much so that it fades into the background and its 
particular role becomes invisible”. As a result, it is easy for an organisation’s management 
to disregard the role of information in favour of more tangible issues such as capital and 
production  lines.  When  there  is  no  overview  of  how  all  organisational  members’ 
information needs, resources, use and attitudes are interlocked with each other and with the 
organisation’s values, structures and aims, patch-up solutions to information problems such 
as a new IT tool or a day’s workshop on the newest fashion of getting people to share their 
knowledge will inevitably end in disappointment. To be able to provide adequate support 
for the information behaviour in an organisation so that information and knowledge can 
fulfil their envisaged potential, it is necessary to understand the role of information within 
all activities in the broader context of the specific organisation. Accordingly, in this study I 
have aimed to describe and understand information activities in a broad sense within the 
socio-historical context of a type of organisations where these questions have as yet been 
little researched: voluntary youth organisations in Sweden. 
 
This topic is placed in the field of information management research in the broader library 
and  information  science.  Historically,  information  management  was  studied  within 
librarianship and information science in the late seventies (Macevičiūtė & Wilson 2002), 
although today it has more and more evolved into a separate research field, where not all 
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contributors would identify themselves with library and information science. Wilson (1997, 
p.187) defined information management as follows:

“The  application  of  management  principles  to  the  acquisition,  organization,  control, 
dissemination and use of information relevant to the effective operation of organizations of 
all kinds. … Information management deals with the value, quality, ownership, use and 
security of information in the context of organizational performance”.

In order to find the best ways of managing information as a resource, the information needs, 
behaviour,  and  attitudes  of  users  have  also  been  studied  at  individual,  collective  and 
organisational levels (Macevičiūtė and Wilson 2002), although few studies have taken all 
these aspects and levels into account in one and the same study. Mostly, the focus has been 
on information management in a business environment, but of late there have been several 
studies of public organisations as well as a few studies of non-profit organisations. 

In voluntary organisations, applying management principles to control the acquisition and 
use of information is not unproblematic, as many volunteering members are averse to the 
idea of being managed in any way. But, also, voluntary organisations acquire, organise, 
disseminate,  and  create  information,  and  they,  too,  have  an  interest  in  adapting  and 
optimizing their  information  behaviour  so that  it  can support  their  goals.  However,  as 
Macevičiūtė and Wilson (2002) note, a majority of information management studies assume 
that  the  findings  from one  kind  of  organisation  can  be  generalised  to  other  kinds  of 
organisations. Research within organisation studies and management studies points out that 
it is not quite as simple: voluntary organisations need to find their own structures, tools and 
management  styles and cannot simply adopt models  and tools  from business or public 
organisations. To help voluntary organisations develop their own information management, 
we first have to study the conditions and the challenges for information in their context.

Voluntary organisations are in some ways more complex, while at the same time having 
fewer resources, than most for-profit organisations. While there is no universally recognised 
definition  of  what  constitutes  a  voluntary  organisation,  there  are  some  aspects  that 
organisations must have in order to be called voluntary organisations. For one, their work is 
more  or  less  dependent  on freely  given energy and time.  For  another,  they  should  be 
separate both from public organisations in the service of the state and from the business 
sphere where organisations have as their aim to generate profit for their owners. But they 
are still organisations that have a minimum of formalisation with respect to their structures, 
their membership and their aims. A consequence of their voluntary membership is that they 
lack most traditional methods of enforcing any decisions on the members, and that their 
work force can only spend a small portion of their time and energy on organisational tasks. 
Moreover, volunteers can join and leave the organisation as they please, at any time, which 
makes long-term planning and continuity in the organisational routines more difficult. 

Sweden has a strong tradition of voluntary organisations and it is commonly believed that 
they have been instrumental in building the Swedish democratic system. This makes them 
interesting to study for at least two reasons. On the one hand, if voluntary organisations are 
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so important to the Swedish system, it is highly relevant to help them to fulfil their aims. An 
understanding of their information needs and behaviour will help them understand which 
findings from information management research in general can fit their specific context, so 
that  they  can  find  the  best  way to  manage  an  essential  resource.  On  the  other  hand, 
voluntary organisations as a whole have been strong and successful in Sweden despite their 
relatively complex situation. Studying how they have developed ways to acquire and use 
information may lead to an understanding that also organisations in other sectors can find 
useful for their own information management. 

The group of organisations I have chosen to focus on in this dissertation constitute a tiny 
part of the large and disparate field of voluntary organisations in Sweden. My study object 
is  Swedish  youth  organisations,  which  are  relatively  independent  from  larger  mother 
organisations,  which  focus  on  issues  such  as  peace,  democracy  and  sustainable 
development and which have members and activities in different parts of the country. To 
make sure of a real participation of young people at all levels, I include only organisations 
where at least half of the Board members are younger than thirty. There are approximately 
ten organisations that answer this description, but I see them as an especially interesting 
study object in relation to their information management. Although youth organisations and 
their specific activities and needs have been studied but little in the research on voluntary 
organisations in Sweden (Wijkström 1999, p.24), they can in many ways be said to contain 
the essence of voluntary organisations. Youth organisations, and especially those dealing 
with “political” issues, are seen as an important group of voluntary organisations by the 
political establishment in Sweden, who treat them as a possible training ground for the 
larger democratic system. Their aims are especially broad and difficult to measure and their 
work  force  and  leadership  levels  consist  almost  exclusively  of  volunteers  who  often, 
because  of  their  age,  have little  experience of  management  and few financial  or  other 
resources.  More experienced members grow too old for the organisation and move on, 
which makes it a challenge to keep knowledge and experience within the organisation. That 
they have members and activities in different parts of Sweden poses its own challenges for 
information distribution. On the other hand, the youth of their members can mean that these 
organisations are quicker to adopt the newest virtual information and communication tools. 
They may come up with solutions  that  organisations  with older  and more experienced 
members and more established resources have not even dreamed of. 

I started my research, therefore, in the hope that the results would both contribute to library 
and  information  science  by  gaining  more  understanding  about  how  the  whole  of  all 
information  practices  could  be  studied  in  specific  organisational  contexts,  and  that  a 
description of information behaviour in youth/peace organisations would inspire especially 
voluntary organisations, but also other types of organisations, to find new ways to use the 
key resource of information.

1.1. Research questions
My project is situated in the sub-field of information management research within library 
and information science. An over-arching theoretical aim of the study is to contribute to the 
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research on the management and use of information in organisations by providing a holistic 
understanding of the various information practices and needs as well as attitudes towards 
information  at  different  levels  in  the  broader  socio-historical  context  of  a  specific 
organisation  or  group  of  organisations.  In  this  way,  a  research  gap  in  the  field  of 
information management could be filled,  since,  while there are relatively many studies 
about  different  aspects  and  practices  of  information  behaviour  and  management  in 
organisations, few of them give an overview of how all aspects and practices are interlaced. 
To this  end,  I  aim to  combine  findings  and approaches  from often  unrelated  research 
traditions in library and information science, management studies and organisational theory 
in an activity-theoretical approach with some neo-institutional aspects. 

I  define  information  as  anything  that  is  recognised  as  informative  by  participants  in 
information  activities  and  that  has  been  created,  compiled,  distributed,  organised,  or 
otherwise given added value by people. In agreement with other information management 
researchers, I see information as an essential resource for basic activities in organisations 
such  as  planning,  decision  making,  making  joint  sense  of  the  organisation  and  its 
environment, and coordinating activities. The definition of organisations in this study is 
fairly  broad,  as  “social  units  (or  human  groupings)  deliberately  constructed  and 
reconstructed to seek specific goals” (Etzioni 1964, p.3, quoted in Hall 1999, p.28), that 
have some kind of boundaries identifying the organisation in relation to its environment 
(Hall 1999, p.29), and that have some degree of temporary permanence (Hall 1999, p.30, 
see also Anheier 2005, p.47). 

As the context in which to study information practices and information management in this 
holistic perspective, I have chosen to focus on the Board of a voluntary youth organisation 
with an explicit aim of contributing to more peace, democracy or sustainable development 
(“a Youth/peace organisation”) in a case study. In this way, another research gap can be 
filled,  by  providing  more  knowledge  about  the  role  of  information  in  this  kind  of 
organisations. Since most information management research has concentrated on business 
organisations, more studies on organisations in the voluntary sector, especially outside of 
the Anglo-Saxon region, are a relevant addition. In a broader perspective, the results of this 
study can be used to help organisations and researchers understand how aspects of the 
organisational context should be taken into account when planning adequate support for 
information processes. 

More specifically, there are three aims for this empirical study. Firstly, I aim to understand 
how, and why, Board members in the case organisation choose to encounter, seek, store, 
retrieve, create, and share information for their work in the organisation, either individually 
or  together  with  other  people.  Secondly,  in  this  study  I  aim  to  explore  information 
management on the organisational level: the development and implementation of strategies, 
policies and routines to direct all organisational participants’ information activities and the 
technology supporting them, in order to support the organisational aims. Finally, the study 
is meant to lead to more understanding of how the socio-historical context of this kind of 
organisation influences the information activities of its members. The empirical aims can be 
expressed in the following research questions:
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• How, and why, do Board members in a voluntary youth organisation encounter, seek, 
store, retrieve, share, create and use information individually and collectively for 
their organisational tasks?

• How, and why, are organisational strategies and routines for information activities 
developed and sustained?

• How  do  the  individual  and  collective  information  activities  stated  in  the  first 
question and the development of strategies and routines for such activities described 
in the second research question interact in the socio-historical context of Swedish 
voluntary  youth  organisations  dealing  with  peace,  democracy  or  sustainable 
development?

I have studied these questions, firstly, through a case study where I have followed the Board 
of one youth/peace organisation during one and a half year. The results have been partly 
corroborated by results of a survey to nine similar organisations. As mentioned above, I 
have used an activity theory approach with some elements from neo-institutional theory for 
the analysis of the empirical material.

1.2. Relevance
Research into information behaviour in a voluntary youth/peace organisation can contribute 
both to to the methodology and the theory of library and information science. Information 
management  research and the  research on information behaviour  in  organisations  have 
largely concentrated on the management level in for-profit organisations. Many studies of 
information management have taken an essentially context-free approach assuming that 
similar  structures  and  technologies  can  be  applied  in  different  kinds  of  organisations. 
Research conducted in a context that is clearly different  from that of most information 
management research can cast more light on the importance of understanding context to be 
able to support organisational information behaviour appropriately. The activity-theoretical 
approach  both  offers  a  more  holistic  approach  to  study  all  information  practices  and 
attitudes in an organisation, and highlights the influence of a socio-historical context on 
individual,  collective  and  organisational  information  activities.  The  use  of  activity-
theoretical models is fairly new in library and information research and can contribute to 
the methodological toolbox of our discipline. 

Moreover, this study provides another context in which to study the information behaviour 
of  young  people.  Most  library  and  information  studies  of  young  people’s  information 
behaviour  have  been carried  out  in  a  school  context.  By focusing  on  the  information 
behaviour of young people when dealing with Board tasks in a youth organisation, this 
study adds another aspect to the existing research. 

Secondly,  the  study of  information behaviour  in  youth organisations  has  some societal 
relevance.  “Alternative”  (i.e.,  non-party-political)  youth  organisations  have  both  been 
hailed as important arenas to foster young people in the Swedish democratic system, and 
feared as possibly disruptive to that same democratic system. Whichever view is taken, 
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there is a societal relevance to a study of what, and how, young people are learning in such 
an organisation. Since information behaviour is closely related to learning in many studies 
in library and information science, a study such as this can help to understand the role of 
youth organisations in the learning processes of its members. 

Finally, this study is relevant to the voluntary youth organisations themselves. Today, little 
is  known about  the  structures  and  tools  that  fit  in  best  with  their  specific  goals  and 
traditions. Research into the information behaviour within a youth organisation dealing with 
questions of peace, empowerment and sustainable development will hopefully offer similar 
organisations a deeper understanding of the logic and the tensions behind their own practice 
and make it easier for them to choose or construct structures and tools that fit in best with 
the organisational aims and values. 

1.3. Disposition
This chapter has given some background to the research problem and discussed which 
theoretical and practical contributions may be expected. A second chapter puts the study in 
a context of library and information science and presents relevant research on information 
behaviour  in  organisations.  Also  drawing  on  earlier  research,  Chapter  3  describes  the 
context of youth/peace organisations in Sweden more closely. The framework of activity 
theory  is  developed  with  some  neo-institutional  touches  into  a  model  for  information 
activities in Chapter 4 to guide the collection and the analysis of empirical material for the 
study. How and why the processes of data collection and analysis have been accomplished 
forms the content of the fifth chapter on method. After this follow three chapters, which 
describe the empirical findings from a case study and a survey. Chapter 6 presents some 
background of the youth/peace organisation followed in the case study. The longest chapter 
by far, Chapter 7, describes in some detail how the Board members in this organisation 
performed different information activities, while Chapter 8 broadens this with findings from 
a  survey  to  other  youth/peace  organisations.  The  empirical  findings  are  discussed  in 
Chapter 9, which seeks to identify how and why the information activities are developed in 
youth/peace organisations. Finally, Chapter 10 refers back to the research aims and presents 
some concluding remarks. 
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2. Information behaviour and information management

The aim of this chapter is to situate the current study within relevant research in library and 
information science and other relevant areas of research.  Firstly,  the study is  placed in 
relation to the area of information management research. Secondly, it is shown how this 
study both builds on and contributes to studies of the information behaviour of individuals, 
groups and organisations that have been conducted in a number of sometimes unrelated 
research traditions within library and information science. 

2.1. The research field of information management
Information  management  is  defined  by  Wilson (1997)  as  follows:  “The  application  of 
management principles to the acquisition, organization, control, dissemination and use of 
information relevant to the effective operation of organizations of all kinds.… Information 
management deals with the value, quality, ownership, use and security of information in the 
context of organizational performance”. Other authors describe the object of information 
management in slightly different words, such as an “information life cycle” (Marchand et 
al. 2001) or “information behaviour in organisations” (Davenport 1997, Marchand et al. 
2001). Some focus on information technology (Davenport 1997, Schueber 2003, Olaisen 
1993), information resources (Olaisen 1993, Choo 1996, Marchand et al. 2001) information 
systems (Schueber 2003), information policies or standards (Choo 1996, Davenport 1997) 
and information attitudes (Marchand et al. 2001) or information values (Marchand et al. 
2001, Powell 2003).

The research field of information management is young and, as yet, divided as to its major 
subject, aims, and concepts. According to Macevičiūtė and Wilson (2002), it is a research 
track that has grown out of librarianship and information science in the late seventies, but 
that  has  increasingly  become  a  separate  field.  The  number  of  library  and information 
science  institutions  with  a  separate  information  management  track  in  education  and 
research, or even with information management in its institutional title was still growing in 
2004 (En historisk och kritisk belysning 2004, p.122). 

Macevičiūtė and Wilson (2002) argue that information management has been constituted as 
a research object around issues such as; how to manage information as a resource, with 
recognizable  costs  and  potential  value  for  the  organisation,  how  to  design  integrated 
information systems that can store and retrieve needed (usually text-based) information in 
accordance with the user’s information needs, and how information strategies and policies 
are used as tools for consistent information behaviour throughout the organisation. These 
areas of interest  have been studied with contributions from theories and models  within 
economics,  management,  organisational  theory,  communication  technology,  information 
systems and library and information science among others. Within empirical information 
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management  studies,  one  can  distinguish  between  research  on  how individuals  within 
organisations actually need and use information in order to do their work and research on 
how information resources and information and communication technology (ICT) tools are 
(or ought to be) managed within the broader organisation. In practice, these areas blur into 
each  other,  as  most  authors  agree  that  there  are  only  differences  in  degree  between 
information management on a personal, collective and organisational level.

2.1.1. Systems, processes and practice

During  the  1990s,  many  information  management  researchers  regarded  information 
management as the management of a process. For Choo (1998), information management 
combines  the  management  of  IT,  the  management  of  information  resources,  the 
management of information policies and standards, and the management of information 
processes. He argues that “The conceptualisation of information management as a cycle of 
interrelated information activities to be planned for, designed, and coordinated, provides a 
process-based perspective that complements the more conventional views of information 
management  as  information  technology  management  or  information  resource 
management”, (Choo 1998, p.25). Seeing information management as a process allows it to 
be mapped, which facilitates the identification of resources such as the people involved as 
well as the gaps and problems encountered, it supports communication about information 
management, makes it measurable, improvable, and possible to locate process owners and 
managers etc. (Davenport 1997). 

While the possibility of mapping information flows was advantageous from the process 
view, Brown and Duguid (2000) contend that the focus on information flows between work 
stations is most important in departments with clearly outlined responsibilities, inputs and 
outputs, like the ones that make up a production process from input to delivery. The results 
are less impressive in functions with necessarily fuzzy work descriptions, like management 
or research (Brown and Duguid 2000, p.93-95). Here, innovation and learning are more 
important, and the desire to know how they can be optimised has created the interest in 
knowledge  and  sensemaking  that  has  emerged  in  management  ideas  concerning 
organisational learning, information sharing in communities of practice, innovation through 
network building, transfer of tacit knowledge and other subjects that are often associated 
with the concept of “knowledge management”. The shift has been from a focus of input and 
output in the stages of a process to “the internal working of these stages” (Brown & Duguid 
2000,  p.95),  or in other  words,  from moving information-as-thing (see Buckland 1991, 
p.43) to information as a collective learning and sharing process. Knowledge management 
literature has been maligned in information management research as a trivial rewriting of 
information management concepts (see, for instance, Wilson 2002). But other authors argue 
that, although knowledge management is often used as a buzz word with little content, it 
does  put  focus  on the  more  creative  aspects  of  information sharing which information 
management studies focused on processes and resources are apt to forget (Eschenbach & 
Geyer 2004, p.9-13). In the same vein, Choo has further developed the process view he 
presented in 1998 in a holistic model of the “knowing cycle” that includes three interacting 
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processes  of  information  use:  sensemaking,  knowledge  creating,  and  decision  making 
(Choo 2006, p.17). 

My own study makes use of the process view on information management to distinguish 
between information activities such as seeking, encountering, storing, retrieving, sharing or 
creating  information.  At  the  same  time,  the  internal  workings  of  these  activities  are 
emphasized through the focus on a system in which each information activity is embedded. 

2.1.2. Epistemological Assumptions

Wilson and Macevičiūtė  (2002)  find  that  a  large  majority  of  information  management 
studies are carried out within “the modernist paradigm which sees the world as predictable 
and controllable”.  They note  one or  two exceptions  to  the  rule  in  connection  with an 
increasing interest in organisational culture and an understanding that one model cannot be 
adapted to all the different cultures. The modernist paradigm can also be called a rational 
choice paradigm, which can be contrasted to an institutional perspective where the context 
of  the  organisation  or  of  a  group  of  organisations  is  of  the  utmost  importance  for 
understanding organisational information behaviour. Both rational choice and institutional 
approaches are loose conglomerates of internally divergent theories from many different 
disciplines, and share some common epistemological assumptions. The most distinguishing 
trait of rational choice theories is perhaps their belief that rational behaviour always aims at 
maximising individual self-interests, and is thus independent of context. 

Within organisational theory, which is dominated by theories of a “decidedly rational and 
materialist  cast”  (Powell  &  DiMaggio  1991,  p.12),  institutional  approaches  offer  an 
alternative to rational-actor models. Institutional theories emphasize organisations’ relations 
with their environment as well as organisational cultures as two important influences on 
development in organisations. The rest of this section describes how general assumptions 
underlying the rational choice perspective and the institutional perspective can be translated 
into assumptions about information management. Examples of some studies that share these 
assumptions are used as illustrations. 

Within a rational choice approach, the major function of information in organisations is to 
support rational decision making by the management level (Kirk 1999, Marchand et al. 
2001). It is clear for all departments what information to seek, store, use etc. in order to best 
support the organisation’s goals, and an a priori (top-down) information strategy can be 
designed  and  implemented  to  support  an  a  priori  organisational  strategy  (Choo  1998, 
Widén-Wulff 2001).  Conflicts  are neither necessary nor  inevitable.  Goals  are clear  and 
usually build on profit maximation (Choo 1996, Huotari 2001). It is assumed that the value 
of information can be calculated more or less easily (see Repo 1989) and that information 
and knowledge can be managed. Knowledge can be made explicit and shared, for instance 
through the use of IT tools (Nonaka & Takeuchi 1995). 

Within an institutional approach, the structures and routines for sharing, seeking, storing, 
and using information can be value-laden and influenced by the organisational culture(s) 
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rather than, as the rational choice approaches claim, purely rational and goal-dependent. 
Strategies are intertwined with action (Mintzberg 1998a/1987) and a priori designs will fail 
if they are not aligned with existing patterns. The goals and aims of the whole organisation 
and of information activities within them are different in different institutional contexts, and 
often ambiguous. Information politics are to be expected and dealt with (Davenport 1997). 
It is very difficult to calculate the value of information because its relevance is so dependent 
on  the  context  of  its  use.  It  is  problematic  to  share  the  knowledge  existing  in  one 
community (of practice) with another community, because each community understands 
information according to its own implicit standards (Brown & Duguid 1998, 2001). 

Information  behaviour  in  an  institutional  approach  is  inherently  social  or  societal  and 
depends on rules governing “small worlds” (Chatman 2000) or “communities of practice” 
(Brown & Duguid 2000). Relevance changes and is ambiguous. Information can be used 
not only as responses to a cognitive need, but for many other uses including alleviating 
ambiguity (Weick 1979, Daft & Lengel 1984) and upholding symbolic roles such as “being 
a  manager”  (March  1994),  or  securing  political-professional  goals  (Sundin  2003). 
Managers’ information behaviour is rule- and role-dependent (Feldman & March 1981). 
Information has many functions in organisations, only one of which is to support decision 
making. Decisions are often made on other grounds than those suggested by rational choice 
decision theory, and can, furthermore, be used to defend decisions after they have been 
taken (March & Olsen 1976, Weick 1995). 
 
My own study can be placed within the institutional  approach,  as  one of its  points  of 
departure is that the socio-historical and organisational context of information activities 
influences these activities on an organisational, collective and individual level. Research on 
voluntary organisations (see Chapter 3) suggests that their cultures and structures do not 
cohere  with  the  rational  choice  assumptions  of  individual  profit  maximisation.  These 
organisations have fuzzier goals and value-infused authority structures that render both the 
organisations  themselves  and  their  environments  less  controllable.  The  context-based 
assumptions underlying institutional approaches can explain their behaviour where rational 
choice models can only condemn it as ineffective or irrational. 

2.2.  Relevant  research  on  information  management  and  information 
behaviour
This second section aims to show how the study both builds on and contributes to studies of 
the  information  behaviour  of  individuals,  groups  and  organisations  that  have  been 
conducted  in  a  number  of,  as  yet,  unrelated  research  traditions  within  library  and 
information science. As stated in the research aims, I hope that by building on previously 
unrelated areas of research in library and information science and other relevant disciplines, 
a greater understanding of the topic of this study will be grounded, and that my findings can 
help to more clearly reveal the links between research areas.
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2.2.1.  How  voluntary  or  non-governmental  organisations  use  information 
resources: the organisational level

One  question  that  this  study  seeks  to  answer  deals  with  the  strategies  youth/peace 
organisations develop for their information activities, and how they correspond with their 
aims and their organisational context. Research on the management and use of information 
or  ICT  resources  on  an  organisation-wide  level  in  voluntary  organisations  or  non-
governmental organisations can clearly be relevant here. Some findings point at the use of 
information in important activities such as strategic decision making or the creation of a 
joint understanding of the voluntary organisation's aims and strategies.  General theories 
about the uses of information in strategic organisational activities build a background to 
these findings and are relevant also for the study of the use of information in youth/peace 
organisations. 

Aims of Information Management

There are not many research texts that take a holistic view on information management in a 
voluntary environment,  although a trend is emerging in this  direction. Schueber (2003) 
studies information management in a European NGO dealing with development in the so-
called South. He sees strategy formation within information management as a socio-cultural 
and political  process,  which must balance the interests  of all  its  members and of their 
environment. The aim of information management is to raise awareness of strategic issues, 
and encourage and allow participation (Schueber 2003, p.62). Powell (2003) states in his 
handbook in information management for managers of developmental organisations that 
information  management  must  aim  for  development  and  empowerment.  Lindh  (2003) 
studies the information culture of a local Attac group and concludes that the dissemination 
of formal information to all members was essential to keep the members involved. In my 
own Master’s thesis, I explored information sharing in a national network of Fair Trade 
organisations in connection to a strategic decision and noted that the local groups' sense of 
being included in the total process was more important than the accuracy of the information 
for the final decision (Nowé 2001a). In all these texts, the authors stress the importance of 
involving all members in information management and of awareness of both the positive 
and negative relations between information management and power. 

ICT tools in voluntary organisations

Some research concentrates on the use of ICT tools in voluntary organisations. Deacon and 
Golding (1991) have investigated the information needs and use of voluntary organisations 
in  pre-Internet  U.K.  Of  relevance  to  information  management  generally,  all  kinds  of 
voluntary  organisations  described  themselves  as  “adequately  efficient”  in  information 
storage  and  retrieval  (p.82-3)  even  though  the  larger  organisations  with  more  formal 
structures maintained (internal) libraries and archives to a much higher degree than the 
smaller organisations. Relatively few organisations produced information products for their 
environment, and few had started to use a computer at the time of the study (p.84-5). 
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ICT tools  such as the Internet  and mobile phones have been welcomed as particularly 
appropriate for voluntary organisations, because of what was envisaged as their potential 
for empowerment, democratic engagement and for communication and cooperation over 
distance (Burt & Taylor 2001, p.315, Truedson 1997 et passim, Cohen & Rai 2000, p.8). 
Burt and Taylor (1999) research the use of ICT by voluntary organisations in the U.K. 
through a survey and concluded that while ICT can facilitate information flows within and 
around  voluntary  organisations,  most  voluntary  organisations  are  slow  to  use  ICT 
opportunities  to transform or improve key activities such as internal  communication or 
communication  with  partner  organisations.  However,  they  had  started  to  use  ICT  to 
facilitate cooperation across distances and in administrative work in general (Burt & Taylor 
1999, p.16). In a development of their earlier study, Burt and Taylor (2001) conclude that 
more research would shed light on how advanced network technologies and historically 
embedded values influence each other in the context of voluntary organisations (Burt & 
Taylor 2001, p.324-5). 

Information use in strategic activities

Choo (2006) maintains  that  the major  strategic  uses  of  information in organisations in 
general are for the construction of meaning, or making sense of its environment, making 
decisions, and creating knowledge, or learning. 

In  a  summary  of  Weick's  (1995)  theory  of  organisational  sensemaking,  Choo  (2006) 
describes the result of sensemaking as “an enacted or meaningful environment that is a 
reasonable and socially credible rendering of what is taking place. The central problem in 
sensemaking is how to reduce or resolve ambiguity and how to develop shared meanings so 
that  the  organization  may  act  collectively”  (Choo  2006,  p.80).  In  ideologically  driven 
voluntary  organisations,  shared  sensemaking  is  a  significant  process  involving  much 
discussion at all levels in the organisation. Since the members of such organisations will 
only remain members and contribute to the organisation as long as they feel included in its 
aims and activities, it is of the utmost importance that they share a sense of the aims of the 
organisation and its strategies. In his study of leadership in Swedish popular movement 
organisations, Jonsson (1995) concludes that leaders in these organisations strive to create 
opportunities for the grass root members to participate in discussing and deciding the topics 
at stake (Jonsson 1995 et passim, for instance p.173-5). Such processes can take a long 
time,  but  without  them,  the  leaders  believe  that  the  organisation  cannot  be  successful 
(Jonsson 1995, p.178). Jonsson concludes that “[i]t is through debates, discussions and talk 
that a popular movement organisation “moves”” (Jonsson 1995, p.177).

The leaders of popular movements thus act according to general theory on making sense in 
organisations,  where  it  is  claimed  that  in  order  for  all  members  to  arrive  at  similar 
interpretations, the organisation has to provide them with opportunities to develop shared 
values and to agree on what information can be seen as relevant.  This happens mostly 
through talk:  “The basic  mode of sensemaking is  discourse,  for  it  is  through talk  that 
organizational  members  find  out  what  others  think,  and  it  is  through  talk  that  people 
persuade and negotiate their points of view” (Choo 2006, p.77). But moreover, it is also 

13



through  talking  that  people  learn  what  they  themselves  are  thinking  and  hone  their 
arguments (Choo 2006, p.83). 

Even decisions in voluntary organisations have to be made in a carefully structured and 
planned process of consultation with all organisational members in order to be recognised 
as legitimate; this can make the information processes involved exceedingly complicated 
(Nowé 2001a, p.72-77, Schueber 2003, p.60). Often the Board of a voluntary organisation 
is not only expected to prepare strategic decisions but also to see to their implementation, 
even though the Board cannot alone take decisions on new strategic directions. The Board 
is constrained by their  members’ requirement of total  insight and internally democratic 
procedures (Nowé 2001a, p.72-77, Jonsson 1995, Handy 1988). 

Information behaviour in the context of strategic decision making in organisations has been 
studied a number of times and found complex even when the decision maker is a single 
person with the authority to make the decision. Often, decision making is seen as a rational 
or bounded rational process (Simon 1957, quoted in Choo 1996, p.8-9), where information 
is needed, acquired, and used to find the best alternative for action. However, there are also 
studies that show the symbolic importance of acquiring large amounts of certain types of 
information, or using certain channels, where the information acquired does not contribute 
to making the decision (O’Reilly 1983, Daft & Lengel 1984, March 1994, Nowé 2001a). In 
contrast  to  strategic decision processes  in  more hierarchical  organisations,  in voluntary 
organisations all members usually participate. This implies that general findings indicating 
that strategic decision makers need considerable amounts of information, preferably in face-
to-face situations (Mintzberg 1998b, p.21, O’Reilly 1983, p.118-9, Daft & Lengel 1984, 
p.201), should include all members in voluntary organisations (Nowé 2001a, p.57-9).

The third strategic use Choo (2006) discerns for information in organisations is to support 
the creation of new knowledge, or learning. This activity is also relevant in youth/peace 
organisations, if only because one of their claimed aims is to teach their members how to 
act as democratic citizens. 

While  metaphors  about  “learning  organisations”  and  “knowing  organisations”  may  be 
misleading,  it  has  been  generally  acknowledged  that  the  knowledge  of  organisational 
members and their capacity to share this knowledge with others is an important asset for all 
kinds of organisations. Choo (2006, p.135 ff.) summarises discussions about definitions of 
knowledge in organisations and concludes that there are three distinct kinds of knowledge 
that interact with each other. Tacit or implicit knowledge (see Wilson 2002 for a discussion 
of the differences) is the unstated knowledge that comes with experience. Other theorists 
claim that tacit knowledge in an organisation is the organisation's memory, which exists in 
its  implicit  routines  (Choo 2006,  p.138,  quotes  Nelson & Winter  1982,  p.14).  Explicit 
knowledge on the other hand, can be, and is, expressed in words, drawings, or otherwise 
documented. Explicit  knowledge in the organisation is usually manifested in its written 
rules  (Choo  2006,  p.140-1).  It  has  been  claimed  by  several  researchers  (for  instance, 
Nonaka 1994) that the way to create new knowledge in organisations is to facilitate the 
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conversion  of  tacit  knowledge  to  explicit  knowledge  and  vice  versa.  However,  the 
feasibility of such an operation has been questioned (see, for instance, Wilson 2002). 

Referring to Boisot (1998), Choo calls a third type of knowledge “cultural knowledge” and 
defines  it  as  a  framework  of  “shared  beliefs,  assumptions,  and  norms...  in  which 
organizational  members  understand their  work  and its  purpose,  perceive  problems and 
opportunities, and assess the value and potential of new knowledge” (Choo 2006, p.144). 
Cultural  knowledge  influences  the  sharing  and  creation  of  new  knowledge  because  it 
determines,  among  other  things,  what  is  considered  to  be  important  information  and 
knowledge, and who is considered to be authorised to share and create new information and 
knowledge (Choo 2006, p.145). 

These three types of knowledge; implicit knowledge held by individuals and embedded in 
routines,  explicit  information  in  documents  and  in  rules,  and  values  embedded  in  an 
organisation's cultural knowledge as they are understood by its members, interact in shaping 
individual  learning.  Considerations  of  how  this  takes  place  can  be  relevant  for 
understanding how the  information behaviour  of  individual  members interacts  with the 
organisational  strategies  and  routines  for  information  management  in  the  context  of 
youth/peace organisations, which forms part of this study's aims. 

Research contributions

Several studies of voluntary or non-governmental organisations have concluded that the 
aims of information management are to empower and include all members. This is also 
important  in  organisational  activities  such  as  the  creation  of  a  joint  sense  of  the 
organisation's aims and strategies and the making of strategic decisions, where the inclusion 
of  all  members  in  time-consuming  discussions  has  been  pointed  out  as  essential.  The 
current study can confirm or refine this conclusion in the case of youth organisations in a 
Swedish environment. There have been some studies concentrating on the use of ICT tools, 
but these were situated in a British environment and may not be totally applicable to the 
Swedish context. Burt and Taylor (2001) concluded that more research was needed on how 
advanced network  technologies  and historically  embedded values  influence  each  other, 
which is one of the aspects that this study will address while answering the first research 
question. No larger studies of how information is transferred and used in the process of 
sharing and creating knowledge have as yet been conducted in voluntary organisations. 

The research described above explored organisation-wide information strategies and uses, 
that were often instigated by the Board or at management level. The development and use 
of  such strategies  in  youth/peace organisations  is  one of  the  issues  this  study aims at 
understanding and here it can build upon these earlier studies. To understand the interaction 
between  the  information  behaviour  of  individual  Board  members  and  organisational 
strategies in the context of youth/peace organisations, it may be fruitful to also consider 
research that focuses on the information behaviour of individual users. 
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2.2.2.  How  people  in  organisations  seek,  manage  and  use  information:  the 
individual level

Information is used differently by different individuals in different parts of an organisation, 
depending on their functions, their tasks, and their individual styles and preferences. Since 
this study seeks to understand how the individual information behaviour of Board members 
interacts  with the organisational  management and use of information, research that  can 
contribute to an understanding of the information behaviour of the individual young Board 
members is taken under consideration. 

The information behaviour of all kinds of individual users has been researched in many 
studies in library and information science, many of which have never been related to the 
studies of the use of information in organisations described above. Many such studies have 
concentrated on one or a few information activities, for instance information seeking or the 
storing and retrieving of information by specific types of individual users. Among these, 
studies of information behaviour connected to work tasks in organisations and especially 
the  use  of  information  by  managers  are  interesting,  since  the  Boards  of  youth/peace 
organisations  play  a  role  that  is  similar  to  the  role  of  managers  in  other  types  of 
organisations. Two other aspects characterising the subjects of my study may also be of 
relevance to their information behaviour. First, tasks and responsibilities are shared by the 
Board group to a great  extent.  Research on information behaviour in groups within an 
organisation – so-called communities of practice – will nuance the picture of managers' 
individual information needs and behaviour. Second, they are young adults, most of them 
are  under  thirty  years  of  age.  Most  studies  within  library  and  information  science 
concerning young adults’ use of information and their preferences are conducted in school 
environments, but may, nevertheless, contribute to an understanding of why the subjects of 
this study use the information resources they do. 

Managers and information

Research has  shown that  the  perceived  complexity  of  the  tasks  that  the  organisational 
members carry out influences the kinds of information that the subject seeks and uses. The 
more  complex  the  task,  the  more  varied  the  information  types  required  and  the  more 
information sources are used (Byström 1999, p.123). The tasks that managers, as a rule, 
have to deal with are usually complex (Mintzberg 1998b, et passim, Choo 1998, p.52-54, 
Daft & Lengel 1984, p.198-205). According to Byström (2005, p.176), a range of studies, 
including  her  own,  reveal  that  human  sources,  especially  those  people  experienced  as 
experts, are preferred to documentary sources when perceived task complexity increases. 
For complex tasks people also tend to acquire more types of information (Byström 2005, 
p.176).  Findings  that  managers  prefer  human  information  sources  have  also  been 
corroborated by others (Oppenheim 1997, p.242). In a study from 1996 it was found that 
while  two  thirds  of  the  studied  managers  claimed  that  they  needed  large  amounts  of 
information to make decisions or perform effectively, nearly half also claimed that they 
received far too much unsolicited and irrelevant information (Oppenheim 1997, p.246). 19 
percent of the managers collected a minimum amount of information, “claiming that they 
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relied far  more  on instinct  than on information to  make decisions”  (Oppenheim 1997, 
p.247). 

Not all  managerial  tasks mentioned in the literature can be applied to voluntary youth 
organisations.  The  task  of  controlling  the  members’  work  through  carefully  chosen 
information flows (Mintzberg 1998b, p.28, Daft & Lengel 1984, et passim) for instance is 
difficult to undertake in voluntary organisations (see Handy 1988 p.2-9, Nowé 2001a, p.70-
72, Jonsson 1995, p.9 ff.). But the Board of a voluntary youth organisation is responsible 
for other major managerial tasks. These have been described by Mintzberg (1998b, p.26-33) 
as  follows:  communication  within  the  organisation  and  with  its  environment,  strategic 
decision making, work coordination, and infusing commitment. Information is essential to 
all of these three tasks. In the first instance information has to be gathered, whereas in the 
second  and  third  tasks  high  demands  are  placed  on  the  communication  of  the  right 
information. 

Daft & Lengel's (1984) theory of information richness contributes to an understanding of 
how and why managers seek and share information in hierarchical  organisations.  They 
assume that top levels in an organisation will be making strategic decisions, and therefore 
require  considerable  amounts  of  particularly  rich  information.  Information  richness  is 
defined as  “the  potential  information-carrying capacity  of  data”  (Daft  & Lengel  1984, 
p.196), which is determined by how it is communicated. Information is richer when it is 
distributed through media with more feedback opportunities and with a variety of signals. 
The characteristics determining information richness are the following: 

Information 
richness

Medium Feedback Channel Source Language

High face-to-face intermediate visual, audio personal body, natural

telephone fast audio personal natural

written, perso-
nal

slow limited visual impersonal natural

written, formal very slow limited visual impersonal natural

Low numeric, formal very slow limited visual impersonal numeric

Table 1: Characteristics of media that determine richness of information processed. After Daft &  
Lengel (1984, p.197)

Daft  and  Lengel  imagine  a  continuum in  which  face-to-face  encounters  constitute  the 
richest form of information processing and numeric texts, such as statistics, constitute the 
lowest. Other types of media may therefore be added to their list, for instance, e-mails, chat 
forums,  or  information shared at  meetings.  Face-to-face  conversations  yield the  richest 
information, which again explains why managers prefer this medium. But managers need to 
reduce the richness of information when sharing it with lower levels in the organisation to 
“provide a sense of certainty and direction for participants within” the organisation, Daft 
and Lengel claim (p.224). 
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Apart from seeking and sharing information, managers and other individuals also need to 
store, organise, and retrieve the documents they need for their tasks. When these activities 
are studied on an individual level, they are described as personal information management. 
Barreau (1995, p.331) defines a personal information management system as “the rules and 
procedures applied by the individual in acquiring, organizing, maintaining, and retrieving 
documents  within  their  personal  workspace”.  Research  on  personal  information 
management  includes studies on how individuals  organise  physical  documents  on their 
work desks and electronic documents on their computers or in their e-mail boxes, often 
with the aim of designing better  tools  to facilitate  retrieval,  for instance archiving and 
search tools (Khoo et al. 2007, see also for example Jones 2004 and Bruce, Jones & Dumais 
2004). While designing archival tools is not an aim in this study, descriptions of the ways in 
which  individuals  store  and  organise  their  documents  can  illuminate  the  information 
behaviour of the Board members in this study. 

Malone (1983) coined the concepts of ”files” and ”piles” to describe two extreme types of 
organisation of personal information. Where files are explicitly titled and arranged, piles are 
not ordered in any logical way. Several studies distinguish between individuals on the basis 
of their storage and classification behaviour,  some are ”filers” or people who regularly 
organise their documents, others are ”pilers”, who very seldom organise documents, and 
some are ”spring cleaners”, and ”engage in a strategy of intermittent cleanup” (Khoo et al. 
2007). 

Although  individuals  sometimes  classify  and  store  information  according  to  rules  and 
influences from a local context, patterns tend to be established over time in classification 
and storage solutions. This individualism may pose problems for organisations, since they 
need some conformity to support  collaboration,  to  reduce duplication of efforts  and to 
enable persons to retrieve needed information in the absence of the individual responsible 
for  a  task  (Barreau  1995,  p.338).  Concerning  the  information  behaviour  of  Boards  of 
youth/peace  organisations,  individual  solutions  and  their  integration  in  collective  and 
organisational systems is clearly relevant as a part of this study.

Groups and information

Another complicating aspect of my research topic is that the management of youth/peace 
organisations  is  carried  out  by  a  group  of  Board  members.  This  can  give  rise  to 
complications with regard to their information needs. When Mintzberg (1998b) describes 
managerial tasks, he has a single top manager in mind. Although he can visualise a team 
carrying out a managerial job, he warns that this will only work “if its members are so 
tightly knitted together – especially by [that] ring of communication – that they act as a 
single entity” (Mintzberg 1998b, p.34). Also March (1994) notes that the most important 
difference between understanding individual and group decision making centres round the 
communication processes underlying the decision. In a review of the research on the effects 
of computer-mediated communication on group decision making, Baltes et al. (2002) find 
that the most important factors in the electronic media are whether they are synchronous or 
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asynchronous and whether they permit “paraverbal and nonverbal aspects” (Baltes et al. 
2002, p.158). On the other hand, Sonnenwald et al. (2003) found in a study of collaborative 
scientific  work  (that  did  not  centre  on  strategic  decision  making)  that  there  may  be 
advantages  in  remote  collaboration,  such as  all  participants  having access  to  the  same 
documents  and  being  able  to  work  individually  on  them  at  the  same  time  as 
communicating. Since the Board members in my study need to make joint decisions and yet 
live and work in locations all  over  Sweden,  these  findings may explain some of  their 
choices of communication media. 

Research on so-called communities of practice goes deeper into how information is shared 
within and between groups of people who share a concern about a topic and who interact 
around this topic on a regular basis (definition by Wenger 1998b). According to Wenger 
(1998a), a community of practice consists of three basic elements:

• A sense of joint enterprise – shared identification fuelled by a personal investment in 
a topic of interest

• A history of mutual engagement on a regular basis creates social ties 
• A shared repertoire of communal resources developed over time – these can be 

documents, routines, stories, vocabulary, tools or infrastructure.

A Board in a youth/peace organisation could be seen as a community of practice interacting 
around the administration of the organisation and having similar tasks to perform on a 
regular  basis.  Relevant  for  the  information  behaviour  of  individuals  within  such  a 
community are findings about  how newcomers can be integrated in the community by 
giving them access to all the information and activities of the community, without having to 
take  on  heavy  responsibilities  from  the  start.  This  is  called  a  statute  of  “peripheral 
legitimacy” (Lave and Wenger 1991, Wenger 1998b). With growing experience, however, 
newcomers have to be allowed to start sharing information themselves in order to integrate 
them into the community. If a community is exclusive rather than inclusive in allowing its 
newer members access to activities and information, the new members will not be able to 
advance to core membership, and the power will stay with a select group. 

Communities  of  practice  are  emergent  and  fluid,  people  move  in  and  out  of  them 
continuously.  When  a  new  generation  of  members  comes  into  the  community,  the 
documents from earlier generations may remain but they may not be used in the same way. 
On the other hand, there is usually a tendency to try and keep a core of continuity in the 
community, not only by old members but also by newcomers. This is because participation 
in  communities  of  practice  is  closely  intertwined  with  the  creation  of  the  members’ 
identities, and people usually want to have a sense of a more or less stable identity. 

For  the  study  of  the  information  actions  of  Board  members  in  voluntary  youth 
organisations,  the  above  findings  can  increase  our  understanding  of  the  difference  in 
information behaviour between newcomers and old-timers in the Board, and the possible 
changes  in  information  behaviour  as  newcomers  move  towards  the  core  of  the  Board 
community. Although members in a Board do not necessarily share all of their work tasks – 
one may have secretarial tasks, another may keep an eye on the finances, for instance, a 
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Board in  a  campaigning organisation will  share  the major  task of supporting the local 
members'  external  activities.  As  Handy  (1988)  points  out,  where  other  parts  of  the 
organisation work mainly with external campaigning, the practices of the Board concern 
internal  administration.  This  is  a  new and sufficiently  different  practice  for  the  Board 
members to define the Board itself as a different community of practice from the local 
members' community. 

Young people and information

A final characteristic that may influence the information behaviour of the Board members in 
youth/peace organisations is their age. They all belong to the first generation in which the 
use of ICT tools such as computers, Internet, e-mail or mobile phones is a natural part of 
their  upbringing.  There  are  different  theories  as  to  how this  affects  their  information 
behaviour. In a first period of research during the 1990’s and the early years of the 21st 

century,  many authors  believed that  young people's  familiarity  with virtual  ICT would 
imply  qualitative  differences  in  their  general  behaviour,  their  ways  of  learning  and of 
socialising with each other compared to earlier generations (see for instance Bruce 2002 
and Hernwall 2003, p.12) and that they would develop different literacies. 

After this initial period in which either the dangers or the possibilities of virtual media were 
over-emphasized, further empirical studies of young people's media use and information 
behaviour have shown that there was little evidence new media (and new generations) were 
all  that  different  from  earlier  generations  of  media  and  people  (Bruce  2002,  p.14-5, 
Buckingham 2000, p.32-3). Thulin's study of young adults' use of ICT tools in Sweden 
concluded that while almost all young people regularly use mobile phones and most use e-
mail and the Internet for different functions, these complement rather than replace more 
traditional media such as face-to-face interactions or stationary telephones (Thulin 2004, 
p.153). Moreover, virtual ICT has not drastically replaced either the need for nor the use of 
physical  meeting  places  (Thulin  2004,  p.159),  nor  of  travelling  (Thulin  2004,  p.115). 
Whereas young people who still live at home have a high degree of access to computers, a 
stationary telephone and an Internet connection, access becomes limited when they move to 
a place of their own (Thulin 2004, p.64-5, 75). However, all young adults in Thulin’s study 
found other access points, such as their parents' homes, their schools or their work places 
(Thulin 2004, p.79). 

Olsson (2005) has written a report about the media use of young people who are active in 
”alternative movements”, which he defines as political organisations or looser networks that 
form an alternative to party politics and that “fight and campaign for explicit opinions” 
(Olsson 2005, p.20, my translation). He found that the more “alternative” the identity, the 
more critical  the young activists  are about  traditional  media,  which they experience as 
either  biased,  or  uninterested  in  their  issues,  and  the  more  they  use  the  Internet  for 
environmental scanning and to cultivate their identity as organisational members (Olsson 
2005, p.102-3). The activists that have a distributed organisational structure use Internet 
functions such as mailing lists,  MSN, etc.,  to communicate with each other within the 
organisation  and sometimes  to  share  external  information  (Olsson  2005,  p.103).  More 
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locally engaged activists do not need communication over the Internet and tend to prefer 
informal face-to-face contacts or to send text messages (Olsson 2005, p.104-5). Since these 
findings are about the same population as the one in this study, i.e. active young members in 
campaigning organisations, they form a relevant background to my study. However, where 
Olsson (2005)  has  focused on the  individual  members  and their  media  use,  this  study 
focuses on an organisational environment and includes more information activities.

Research contributions

Earlier research has highlighted the complexity of managers' tasks and their ensuing need 
for a great deal of information in particular from human sources through rich media. This is 
an interesting finding also for the Board members in youth/peace organisation who have a 
similar  positions  and  functions  in  their  organisations.  Other  findings  that  reveal  how 
managers  communicate  down  through  hierarchical  organisations,  using  progressively 
poorer information, may not be relevant to youth/peace organisations. It has been shown 
that individual preferences and experiences interact with organisational systems in the ways 
that  individuals  in  organisations  store  and  organise  the  information  they  acquire.  This 
finding is also relevant to this study. Whereas studies of personal information management 
concentrate on individual behaviour usually in order to create new supporting systems, this 
study will further investigate what happens in the interactions between personal systems 
and  collective  and  organisational  systems.  Some  findings  from  research  into  the 
information  behaviour  of  groups  may also  prove  relevant,  such  as  the  ways  in  which 
information is used in order to include newcomers, or the need for rich interactions with 
fast feedback for strategic decision making. Finally, studies of how young people use ICT 
tools show that while they have integrated the Internet, e-mail and mobile telephones in 
many of their activities including their engagement in alternative political organisations, 
such  media  complement  rather  than  replace  the  need  for  face-to-face  meetings  and 
travelling. 

Most  of  the  studies  referred  to  concentrated  on  one  or  a  few  information  activities 
concerning types of users and on the individual level. What my study can contribute to 
research is a holistic picture of all the information activities of individual Board members 
and connect this picture to the information activities at a collective and, especially, at an 
organisational level. Also, while managers as a group have been relatively well researched, 
it  is  of  interest  to  explore  whether  individuals  with experiences  other  than  managerial 
experience  and  in  non-hierarchical  organisations  demonstrate  the  same  information 
behaviour. Much research on the information behaviour of young people within library and 
information science as well as within educational science has been conducted in educational 
contexts (see for instance Alvermann 2002, Chelton & Cool 2004, Limberg et al. 2002). 
The  current  study  complies  with  Chelton's  (2004)  suggestion  that  research  on  young 
people’s information behaviour should be widened to include their “personal information 
seeking” (Chelton 2004, p.387-390).
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2.3. Summary
In this chapter,  the current study has been situated in the broader fields of information 
management research and library and information science in a short historical review of 
these fields. Relevant studies from both information management research and from other 
areas in library and information science as well as other relevant research areas have been 
presented  to  show how this  study  both  builds  on  and  adds  to  studies  of  information 
behaviour and use of individuals, groups and organisations that were conducted in a number 
of sometimes as yet unrelated research traditions. 

In the next chapter, the study will be related to a background of voluntary organisations in 
general and specifically to youth organisations in Sweden.
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3. Voluntary youth/peace organisations in Sweden

A starting point for my research is that the specific socio-historical context of Swedish 
youth  organisations  dealing  with  issues  of  peace,  development  or  democracy  vitally 
influences their information activities. This is not a very original statement. It is commonly 
accepted that since the role of voluntary organisations is different in different countries, 
their design, needs and activities will differ accordingly (Della Porta & Diani 1999, p.3, 
Wijkström & Lundström 2002,  p.67-8,  Salamon & Anheier  1997,  et  passim).  Jonsson 
(1995), for instance, studied popular movement organisations in Sweden and concluded that 
the  principles  underlying  leadership  were  rational  only  within  the  framework  of  their 
institutional characteristics. Much of the research into voluntary organisations in general 
also stresses that they have a specific culture and specific needs compared to other types of 
organisations,  which calls  for  specific  organisational  structures  and tools  (Handy 1988, 
Lindberg 1999, Myers 2001, Wijkström & Lundström 2002). The aim of this third chapter 
is to present some findings on aspects of youth/peace organisations in Sweden today that 
can contribute to an understanding of the information behaviour of their Board members 
and their attitudes to and strategies for information management in these organisations. 

3.1. Youth/Peace organisations today: definitions and statistics
Youth organisations whose aims and activities relate to a broad definition of “peace” have, 
at least, a double institutional identity, as they can relate to other youth organisations with 
all kinds of aims and activities, as well as to other peace organisations that do not only have 
young people as members. After a short discussion of voluntary organisations in general, 
this section will therefore discuss some of the characteristics of both youth organisations 
and peace organisations in Sweden that can influence their information activities.

3.1.1. Voluntary organisations

The study of voluntary organisations as a particular type of organisation is fairly recent. 
According to Wijkström and Lundström (2002, p.5), the object of study is usually civil 
society organisations as referred to in Gramsci’s division; State – Market – Civil society. 
Most research discusses the civil  society sphere from a state perspective and views the 
sector’s main importance as lying in its usefulness in democratic terms. But there is also 
some research that looks at voluntary organisations from an organisational point of view, 
such as studies of the specific demands that these organisations place on leadership or on 
working methods (Wijkström & Lundström 2002, p.56-64). My own study can be placed 
within this second strand. 

Within the different research fields, as well as within different national traditions, different 
concepts are being used to denote the research topic. There is no single definition of what 
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constitutes a voluntary organisation that is accepted by all, although there have been several 
attempts at  finding such a definition.  For  instance,  Anheier  (2005,  p.47-49) suggests  a 
“structural-operational  definition” (p.47) that  is  assumed to be valid in an international 
context, and a shortened version of which has been adopted by the United Nations (Anheier 
2005, p.54). Anheier defines an organisation as a “nonprofit entity” if it shows most of the 
following characteristics:

• It should be “organized, i.e. institutionalised to some extent” (p.47), by which is 
meant that it either is registered in some way, or has some degree of permanence, for 
instance by having regular meetings, statutes, and members. 

• It should also be “private, i.e. institutionally separate from government” (p.48), even 
though it may receive funding from a government,

• It should be be “self-governing, i.e. equipped to control their own activities” to a 
significant extent (p.48) as well as,

• “non-profit  distributing,  i.e.  not  returning  profits  generated  to  their  owners  or 
directors” (p.48).

• Moreover,  non-profit  organisations  must  be  “voluntary,  i.e.  involving  some 
meaningful degree of voluntary participation” (p.49). This means both that such an 
organisation is expected to include volunteers either on its Board, on its staff, or 
otherwise in its management and activities, and that membership is non-compulsory. 
“Similarly, “voluntary” implies that contributions of time (volunteering) and money 
(donations) as well as contributions in kind may not be required or enforced by law, 
or otherwise be openly coerced” (Anheier 2005, p.49). 

A consequence of  voluntary membership is  that  the  organisations lack most traditional 
methods of enforcing any decisions on the members (Handy 1988, Lindberg 1999). 

There is no law in Sweden defining what a voluntary organisation is either, and they do not 
need to register themselves as long as they do not earn a larger sum or employ more than 
ten  people  on  a  full-time  basis  (Thunberg  2006,  p.89-94).  However,  if  a  voluntary 
organisation aims to be treated as a public utility organisation and be allowed some forms 
of tax relief, it has to share some of the characteristics enumerated by Anheier (2005). Its 
aims and activities must be of use to the general public and it must be open to all who want 
to become members as long as these agree to the organisational statutes. Moreover, it must 
use the majority of its earnings to further its public activities and may not work for the gain 
of individual members (Thunberg 2006, p.109-10).

It  is  commonly agreed that there are many voluntary organisations in Sweden and that 
Swedish people are members of voluntary organisations to a greater extent than in other 
countries (Vogel et al.  2003, p.53). Nearly half of all Swedish people are volunteers in 
different membership-based associations that are dedicated to the promotion of ideas, the 
interests of their members or to the public good. These associations are characteristic of the 
Swedish nonprofit sector (Wijkström & Lundström 1997, p.222). The voluntary sector is 
dominated by small organisations with no financial resources to speak of and no employees. 
But  these  small  organisations  are  hardly  ever  studied  (Wijkström & Lundström 2002, 
p.180-183).  The size  of  voluntary  organisations  can be  determined by  looking at  their 
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membership, but just as often other parameters are used such as their annual turnover, their 
capital,  the  number  of  their  employees  or  the  number  of  activities  they  undertake. 
Wijkström and Lundström (2002) define these  organisations  as  “small”,  which lack an 
“organisational number” identifying them for the tax authorities (p.183). The youth/peace 
organisations in this study can be defined as medium-sized voluntary organisations. With 
one exception, an organisation with over ten employees, the organisations have one, two or 
no employees, but all organisations have an organisational number. 

3.1.2. Youth organisations

The term “youth organisation” can either be used to denote the organisation’s target group, 
the majority of its  members,  or its  management.  Historically,  youth organisations were 
managed by adults for young people (Stödet till barn- och ungdomsföreningar 1987). While 
there  are  still  several  such  youth  organisations  active  today,  such  as  many  sports 
associations  led  by  adults  where  children  or  young  adults  participate,  many  youth 
organisations  today  are  managed  by  and  for  young  people.  The  network  for  youth 
organisations LSU (Landsrådet  för Sveriges Ungdomsorganisationer),  for  instance,  only 
accepts youth organisations as members if young people form the majority of its members 
and of its Board (LSU website 2007). In a report authored together with the umbrella peace 
organisation  Forum Syd,  LSU refers  to  a  “ladder  of  participation”  of  young adults  in 
organisations, where the grade of participation varies from a symbolic participation (adults 
state that they develop an idea suggested by youngsters, but in actual fact there is no input 
from the young people) to what the author of the ladder, Roger Hart (Unicef), sees as the 
final step: cooperation where young people initiate a project and where both adults and 
young people  participate  in  decision  making.  Youth-initiated projects  where  few or  no 
adults are involved are seen as a lower step on the “participation ladder”, although it is 
debated which one of the two is actually the most empowering (Hur gör vi? 2004, see also 
the McCreary Centre 2002).

The “youth” category is is also ambiguous, however. According to the same report, some 
youth organisations have stipulated an upper age limit of 30 years for commissions of trust, 
while other youth organisations can have a more fluid definition of youth (Hur gör vi? 
2004). On the other hand, there may well be organisations that attract a majority of younger 
members but that do not define themselves as youth organisations. 

As  with  other  voluntary  organisations,  youth  organisations  in  Sweden  do  not  have  to 
register and it is therefore difficult to ascertain how many youth organisations there are. 
However, some approximations can be made: In 2007, 91 organisations were registered as 
members of the umbrella organisation LSU (LSU 2007). Between 2004 and 2007, around 
100 organisations received funding from Ungdomsstyrelsen, the state agency whose task it 
is to support Swedish youth organisations. To receive funding, at least 60 percent of the 
organisation’s  members  had  to  be  aged  between  seven  and  25  (Statsbidrag  till  
ungdomsorganisationer 2007).
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3.1.3. Peace organisations

Youth organisations have many different aims and activities related to, for instance, hobbies 
or  sports,  self-help,  culture  and  recreation,  or  religious  or  party-political  mother 
organisations. Youth organisations that state their aims and activities as dealing with peace, 
democracy or sustainable development form a minority of the total of youth organisations 
in Sweden if one looks at the lists of members in LSU or the list of youth organisations 
funded by Ungdomsstyrelsen. A similar picture of the status of peace organisations emerges 
with  regard  to  all  the  voluntary  organisations  in  Sweden.  Peace  organisations  and 
international organisations are a small part of the civil society sector in relation to other 
types such as “culture and recreation” or “education and research”. Less than one percent of 
the adult population in Sweden are members of a peace organisation (Vogel et al. 2003, 
p.293). 

Most peace organisations in Sweden do not have many young members. A typical member 
of peace organisations or organisations for international issues is a middle-aged woman or 
man who belongs to the higher socio-economic classes (high income or high education) and 
lives in the bigger cities (Vogel et al. 2003, p.294-5). Youth organisations that also identify 
themselves as peace organisations are thus a minority even within the peace movement. 

3.2. Expectations, aims and functions
The aims youth/peace organisations set themselves and the structures they choose for their 
internal organisation as well as the expectations both the environment and the members 
have of what such organisations ought to do and how they ought to behave all influence the 
information behaviour that is seen as legitimate in youth/peace organisations. These aims 
and expectations have not occurred in a vacuum; rather they are the result of the socio-
historical context of youth organisations in Sweden. 

3.2.1. Popular movements and democracy schools

The development of all voluntary organisations in the twentieth century in Sweden has been 
influenced by the success of the “popular movements” - the traditional, large membership-
based  movements  of  the  19th and  20th century  such  as  the  workers’ movement  or  the 
temperance movement. These have demonstrably influenced party politics and members 
from the popular  movements were often recruited to high posts  in the political  parties 
(Lindberg  1999,  Lundåsen  2004).  The  structure  and  the  characteristics  of  popular 
movements  have played a  vital  role  in  determining  the  legitimacy of  newer voluntary 
organisations as well. Popular movements do not have specific definitions, but are seen as 
something positive, and the ideal for all voluntary organisations was therefore for a long 
time to act like popular movements (Wijkström & Lundström 2002, p.117).  Through a 
literature  study,  Jonsson  (1995)  found  that  the  three  major  characteristics  of  popular 
movements were voluntary membership, a pervasive ideology and democratic structures. 
Until  this  day,  voluntary  membership  and  democratic  structures  are  required  in  any 
voluntary organisation in order to be eligible for tax benefits. 
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Wijkström (1999) notes that there are three major functions for voluntary organisations, 
including popular movements, in Sweden. Traditionally, popular movements have provided 
a voice for their members in political debates. Some of them also provided services, such as 
sports, culture, or popular education (“folkbildning”). Especially the last has been a typical 
and  common  activity  in  Swedish  popular  movements  (Wijkström  1999,  p.4-5).  Also 
“democracy schooling” - teaching members how to participate actively in a representative 
democratic  system  -  was  seen  as  an  important  ingredient  in  popular  movement 
organisations (Wijkström 1999, p.5-6, Stödet till barn- och ungdomsföreningar 1987, p.11, 
see also Lindberg 1999). Again, these three traditional functions influence what activities 
youth/peace organisations can choose to engage in. 

The function of democracy schooling has been seen by Swedish society as especially fitting 
for youth organisations. In a historical overview, Johansson (2007, p.18 ff.) shows that the 
political  system  in  Sweden  for  many  generations  has  been  concerned  with  younger 
generations' lack of participation in the established political system and that the political 
establishment in Sweden during the 20th and the 21st century has had an explicit aim to 
support and increase young people's engagement in traditional politics (Johansson 2007, 
p.18). Youth organisations, regardless of whether they had mainstream political, alternative 
political, or apolitical aims, have almost from their first emergence at the beginning of the 
twentieth  century been viewed by the  Swedish state  as  possible  arenas  for  democratic 
training. One of the most cited theories about the functions of voluntary organisations is 
Putnam’s (1996) theory that participation in a rich civil network of voluntary organisations 
leads  to  more  active  participation  in  party-political  democracy,  regardless  of  whether 
voluntary organisations are political or not.  While Putnam has been criticised by many 
researchers  (Vogel  et  al.  2003,  p.16,  Lundåsen  2004  et  passim),  his  views  have  been 
welcomed by the Swedish political system in support of their long-term endeavour to use 
voluntary organisations for fostering democratic participation (Vogel et al. 2003, p.16). 

Most opinions about how to increase participation in the democratic system hold that there 
should be arenas to practice such participation through established democratic routines, and 
voluntary organisations are seen as one such arena (Johansson 2007, p.50, Lindberg 1999). 
Practicing the use of democratic structures is said to be especially important for young 
people.  From  the  point  of  view  of  the  established  political  system,  young  people's 
participation in party-political organisations is to be preferred, but alternative organisations 
for youth, outside the party-political system, can also be accepted as such arenas. Whereas 
the political establishment during the 1960’s feared that alternative means of political action 
would weaken the traditional democratic system, today legal political activity outside the 
party system is usually seen as strengthening the democratic process, since they give young 
people more opportunities to participate actively in democratic decision processes and thus 
learn how to influence decisions in wider democracy forums (Johansson 2007, p.50-6). 

Since the second half of the 20th century, the Swedish government is the main financial 
contributor  to most youth organisations,  among other reasons because of its  interest  in 
educating young people in democratic processes. As early as 1939, the proposal to lend 
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financial support signified the importance of organisations as a “supplementary democracy 
school” (Stödet till barn- och ungdomsföreningar 1987, p.11). During the 1970’s, the ability 
of youth organisations to actively participate in debates concerning societal issues and in 
training young members in democratic working methods was stressed (Stödet till barn- och 
ungdomsföreningar 1987, p.11). Governmental support was, and still is, only given to such 
organisations  that  had  democratic  structures,  a  chosen  Board  and  statutes 
(Ungdomsstyrelsen 2007: Kriterier för statsbidraget). The 1987 study confirmed that youth 
organisations receiving such support included democratic schooling in their aims (Stödet 
till barn- och ungdomsföreningar 1987, p.13).

3.2.2. Expectations of young members 

It is not only Swedish society at large that has expectations concerning what youth/peace 
organisations  should  be  doing  and  how they  should  be  structured;  their  members  and 
prospective members also have expectations that need to be fulfilled if the organisations are 
to  recruit  and  keep  their  members.  In  the  twenty-first  century,  it  seems  as  if  such 
expectations have changed slightly from those of other generations. 

In the beginning of the 21st century, the influential report Demokratiutredningen (2000) saw 
a  pending  crisis  for  democracy  in  that  political  parties  were  experiencing  increasing 
difficulties in attracting young members. It was feared that young people’s indifference to 
the established political system would mean that they would grow up into indifferent adults, 
which would ultimately threaten the Swedish democracy (En uthållig demokrati! 2000, see 
also  Johansson  2007,  p.18,  21-22,  Olsson  2005,  p.9).  The  report  resulted  in  public 
discussions in the media (Zackariasson 2006, p.15 ff., Ekman & Todosijević 2003, p.69-71) 
and in other reports such as Allt eller Inget (2000) which suggested ways for the political 
establishment to reach out to young people. 

It is not proven that today's generation actually is less politically inclined than previous 
generations, and studies such as Johansson (2007) and Zackariasson (2006) suggest that 
young people today are as politically active as adults. A more individualised society has, 
however, led to a broader definition of what can constitute “politics” among contemporary 
young people,  including forms of  action outside  party  politics  such as demonstrations, 
engagement in alternative movements, or conscious consumer behaviour (Johansson 2007, 
Zackariasson 2006,  Allt eller Inget 2000).  Olsson (2005, p.31, 61),  and  Allt eller Inget 
(2000, et passim) both conclude that young people are not inclined to “buy” the wholesale 
ideologies offered by political parties: They feel that their structures are too rigid and that 
newcomers have little influence in decision-making within the traditional political parties. 
Rather, young people feel a need to shape their own opinions on many different issues and 
to  either  engage  actively  in  politics,  or  not  at  all  (Allt  eller  Inget  2000).  Alternative 
organisations,  one-issue  organisations  or  looser  movements  outside  the  party-political 
system are  therefore  more  attractive  to  young people  today (Johansson 2007,  p.50  ff., 
Zackariasson 2006, et passim, Allt eller Inget 2000, et passim). As early as 1987, “studies 
revealing the opinion of the Swedish population in how an organisation should work to 
attract members to participate actively” (Stödet till barn- och ungdomsföreningar 1987, p.2) 
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concluded that such an organisation should have a local base where the members can build 
a social network, that it  should not be larger than that the members still  feel they can 
influence all decisions, and that they can participate in the activities they have decided on 
(Stödet till barn- och ungdomsföreningar 1987, p.21). If youth/peace organisations want to 
attract and keep members, they will have to accommodate these aspirations by providing 
their members with opportunities to actively influence the ideology and decision processes 
from the start and to engage actively in both strategies and activities. 

Thus, both the heritage of influential popular movements and the explicit expectations of 
the Swedish environment related to funding, as well as the expectations of young members 
and prospective members influence the aims and structure of youth organisations in Sweden 
today.  This  in  turn  influences  the  demands  on  information  management  in  these 
organisations: for instance, internally democratic structures for decision making imply that 
information to support such decisions needs to be accessible to all members involved in the 
decisions, and allowing all members to participate in deciding strategy and in developing 
ideology means that the organisations will have to provide a forum for discussions and 
feedback.

3.2.3. Campaigning, fostering, or providing service? 

Handy's (1988) categorization of voluntary organisations into mutual support organisations, 
service delivery organisations and campaign organisations is helpful in the analysis of what 
appears to be the contradictory functions of Boards in youth/peace organisations today and 
how these influence information activities. Mutual support organisations put people with 
similar problems or enthusiasms into contact with each other, service delivery organisations 
provide services  to  those  in  need,  and campaigning organisations  aim to influence the 
broader population and thus bring about changes in political decisions (Handy 1988, p.12). 
These three categories, Handy (1988) claims, require different organisational structures and 
make different demands on the volunteers.  Many organisations may fit  in two or three 
categories. Youth/peace organisations usually share the traits of campaign organisations, but 
they may also evolve to include aspects of the other types. 

Whereas  campaigning  organisations  do  need  some  efficient  management,  this  is 
subordinate to the ideology of the organisation: “It is, in fact, more a movement than an 
organization; or, at least, the organization is but the formal part which serves the movement, 
efficiently  but  preferably invisibly.  Organization is,  as  with mutual-aid organizations,  a 
necessary chore, to be done but not too obviously” (Handy 1988, p.14-15). Campaigning 
organisations are open to all who believe in their causes and since their aim is to influence 
as many of the broad population as possible, a usual tactic is to try to attract as many 
members as possible. Since all members that adhere to the cause are welcomed regardless 
of competences, and since organisation and management are seen as less important chores, 
it  is  not  unusual  that  the Board of chosen volunteers  leading the organisation has few 
traditional management skills (see also Chapman 1998). 
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Handy's (1988) argument about the role of organisation in campaigning organisations is 
similar  to  the  different  types  of  participation  distinguished  by  Knoke  (1988).  Knoke 
distinguishes between external participation, aimed at representing the organisation to a 
wider public (and to governments) through for instance campaigns or demonstrations, and 
internal participation aimed at helping the organisation maintain itself and often involving 
interactions with its members. One can imagine that the internal work, which is the task of 
the Boards, is less exciting for volunteers who were attracted by the more visible activities 
that external participation generates. 

Handy (1988) also maintains that problems can arise when the voluntary organisation is 
either not clear about which type it belongs to, or when it has evolved further and integrated 
the traits of different types of organisation. In these cases,  voluntary organisations may 
develop a structure and a management that does not meet its basic aims. For instance, a 
campaigning organisation should not try to build up a leadership level that asserts visible 
and efficient management by adopting management traditions from for-profit or even public 
service organisations.

Several  studies  on  the  voluntary  sector,  in  Sweden  and  internationally,  claim  that  an 
evolution  from  campaigning  organisations  to  service-providing  organisations  has  been 
compelled by new patterns of funding by the public authorities. Within the whole of the 
voluntary sector,  funding has become more difficult  and the demands put on voluntary 
organisations  have  hardened.  There  is  less  general  funding  for  supporting  the  basic 
functions of the organisation and relatively more funding for short-term projects whose 
aims  and  methods  are  determined  upon  by  the  funding  agency  rather  than  by  the 
organisations  themselves  (Wijkström 1999,  p.12-15,  Myers  2001,  Socialstyrelsen  2002, 
Johansson 2001 on social service organisations). The trend to fund only short-term projects 
can compromise the organisation’s independence in relation to the state, and can result in a 
loss of expertise and knowledge on project completion, as it  is  not built  upon by new 
activities. 

New funding principles have also given rise to a growing trend in voluntary organisations 
to  “professionalise”,  by  adopting  the  management  techniques  favoured  by  government 
agencies  and  the  private  sector  (Wijkström 1999,  p.20-1,  Myers  2001,  Socialstyrelsen 
2002). According to Handy (1988), such an adaptation can be counterproductive to their 
major aims. Indeed, both their own members and the environment may resent this move 
away from traditional popular movement values and they may lose legitimacy (Myers 2001, 
p.458,  Socialstyrelsen  2002,  p.50).  While  most  of  these  studies  concentrate  on  social 
service organisations, the same danger exists for youth organisations that receive most of 
their funding from governmental support. 

As early as 1987, a risk was perceived in the tendency of local and national governments to 
contract  youth  organisations  for  activities  that  used  to  be  the  responsibility  of  the 
municipalities  or  government.  If  youth  organisations  spend  too  much  time  and  effort 
fulfilling contracts from the government, the authors feared that they would have little time 
left to develop their own aims and ideas (Stödet till barn- och ungdomsföreningar 1987). If 

30



the government places too much emphasis on the fostering role of youth organisations and 
funds them accordingly, this could also leave them less space to define their own objectives 
and activities, and in the end make the organisations less attractive to potential members.

Even other demands that financing bodies put on youth organisations may counteract their 
legitimacy. For instance, the demand made by the members of youth/peace organisations to 
take  an  active  part  in  all  activities  and  decision  making  often  works  best  in  smaller 
organisations. This can be opposed by the rule that governmental support is (in 1987, and 
still during my case study) determined by the number of members – the more members, the 
more funding. 

In  short,  Board  members  in  youth/peace  organisations  that  may  be  described  as 
campaigning organisations have as a major function to support the more visible external 
activities of their members through an internal administration that should not become too 
visible itself. On the other hand, new ways of funding activities can lead to a tendency for 
the  Boards  to  want  to  “professionalise”  their  management,  for  instance  by  adopting 
management techniques from other types of organisations, which may not be legitimate in 
the youth/peace traditions. Which of these paths the Boards choose will have consequences 
for their information strategies and information activities.

3.3. Summary
The  characteristics  of  youth/peace  organisations  that  can  influence  their  information 
activities  are  an internally  democratic  structure  and a  welcoming attitude to  all  young 
people  wanting  to  become members,  irrespective  of  their  experiences  or  competences. 
Moreover, youth/peace organisations will probably allow new members to influence their 
ideology, strategies and aims from the start and to participate actively in all activities. An 
aim that  that  often  underlies  the  activities  of  youth/peace  organisations  is  to  act  as  a 
“democracy  school”  and  provide  its  members  with  opportunities  for  learning  how to 
participate in the Swedish democratic system. These characteristics have evolved from the 
influences of the earlier popular movements, the state, who usually is the major funder, and 
from the expectations of the members themselves. 

The  Boards  of  youth/peace  organisations  are  likely  to  administrate  the  organisation 
“invisibly” without focusing too much on a role of management. On the other hand, new 
ways of funding and new expectations from their environment might lead them to try to 
become more efficient in their management. This will also have an influence on how they 
view information activities. 

The young people I have focused on in this study are not in any way representative of 
young people in Sweden today. Being Board members in alternative political organisations, 
their political commitment (whether they define it as political themselves, or not) is clearly 
deeper than that of their contemporaries (see also Zackariasson 2006). Youth organisations 
dealing with questions of democracy, peace and sustainable development form a minority 
both among other youth organisations and among peace organisations. Even though this is 

31



not  a  representative  group  of  organisations,  youth/peace  organisations  are  seen  as  an 
important  type  of  voluntary  organisation  by  both  research  interests  and  the  political 
establishment  as  they  may  school  young  people  into  either  the  traditional  democratic 
activities of the Swedish system, or into new and possibly disruptive activities.
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4. Theory

The theory chapter first presents activity theory as the framework for the analysis of the 
empirical study. Secondly, it adds a further understanding of the role of context and the 
interplay between individuals and structures by presenting the neo-institutional approach to 
organisations as represented by March and Olsen (1995) and Brunsson (2006). Finally, a 
theory on how information strategies can be emergent as well as designed gives additional 
substance to the discussion on how information activities develop. The chapter is concluded 
by combining these approaches into my own model of an information activity system.

4.1. Activity theory
The  over-arching  aim of  this  study  was  to  find  a  holistic  approach  to  study  how all 
information practices and attitudes in an organisation interact.  Since the socio-historical 
context of youth/peace organisations plays an important role for their information behaviour 
and information management, it is also important for the purposes of this study to provide a 
rich description of this context and find ways in which it  interacts with individual and 
collective information activities. Moreover, the description here has to illustrate how and 
why  practices  develop  over  time.  Meta-theoretically  speaking,  my  approach  is  socio-
constructionist, in the sense that I assume that people together create, adapt,  and adopt 
socio-material structures that determine our actions, partly because these structures take on 
a reality of their own, and partly because we believe they do. 

My search for theories to support the study of these issues has led me to adopt activity 
theory as my theoretical framework, with the addition of a few aspects gathered from neo-
institutional theory. In comparison to other theoretical approaches used in the research of 
information  behaviour,  such  as  those  based  on  cognitive  theory  or  the  “information 
transfer” paradigm, activity theory can provide for a holistic view of information practices 
in which the individual subjects and their collective relationships, the objects and the tools 
or  technology  used  are  treated  as  equally  important  and  where  situated  and  historical 
context is taken seriously (Wilson 2006, see also Kaptelinin & Nardi 2006, p.15-28). In 
comparison to more ethnological approaches to the study of organisations, such as cultural 
analysis, activity theory puts the focus on an activity rather than on an organisation, and 
thus I found it more appropriate for this study where the activity of managing information, 
rather than the organisation in which the activity takes place, is  at the centre of attention.

I  have  found  the  work  by  Yrjö  Engeström,  researcher  in  educational  theory  and  in 
organisational studies, and to a lesser degree Bedny, researcher in cognitive psychology, to 
be the most useful  for  my understanding of activity  theory.  Also Kaptelinin and Nardi 
(2006) provide an enlightening introduction to the history of activity theory in general and 
its use for human-computer interaction research in particular. From the field of library and 
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information science I have used some recent work by Thomas D. Wilson. The following 
resume is for the most part based on Engeström (1987, 1990, 1999a, 1999c), Kaptelinin and 
Nardi (2006) and Wilson (2006). 

Activity  theory  is  the  commonly  accepted  name  for  an  approach  initiated  by  Soviet 
psychology researchers Vygotsky, Leont’ev and Luria in the 1920s and 1930s. It spawned a 
new interest within Western research by the end of the twentieth century and today activity 
theory  is  used  in  studies  of  learning,  human-computer  interaction,  and  sociocultural 
psychology. The roots of activity theory go back to Marx, who claimed that concepts of 
‘activity’ or ‘human interaction in the world’ are needed in order to transcend the gap 
between objective materialism and subjective idealism. The concepts of 1) tools mediating 
human activity, and 2) joint activities in a societal context, are among the most basic. The 
later concept of an activity system, developed by Engeström, offers an analytical tool to the 
understanding of a complex reality, which links continuity over time and space with a local, 
situated  contingency  (Engeström 1999a,  p.9).  Tensions  in  and  between  such  so-called 
activity  systems  explain  the  development  of  the  activity  over  time.  These  aspects  are 
discussed in more detail in the rest of this chapter. 

In the field of human-computer interaction, activity theory has been applied by a range of 
researchers, such as Susanne Bødker for the study of information systems (for instance 
Bødker 1987) and Bonnie Nardi for human-computer interactions (for instance Nardi 1997) 
with the purpose of broadening the concept of context and as a tool to understand the 
consequences of interacting with the computer as a tool (see Kaptelinin & Nardi 2006, 
p.73-115, for more examples). The interest in activity theory within the Western library and 
information science field started when Spasser (1999) promoted its benefits for studies in 
information science, and it was subsequently developed by Wilson (2006). This was an 
effort that was shortly followed by a special issue in  Information Research,  which was 
edited by Wilson and Spasser (2007). Sundin and Johannisson (2005) argued for the use of 
a similar approach based on what they, inspired by recent developments of activity theory 
within pedagogical research, called the sociocultural perspective. Wilson (2006) discusses 
how activity  theory can be  used to  consider  the  “wide range of  contextual  issues  that 
influence information behaviour and information exchange”. It can be applied to gauge the 
consequences of introducing new information technology by asking questions about, for 
instance, the cultural context of the ICT tool, which tensions may prevent its use, the rules 
under which it will be used, informal norms of behaviour in work teams using the tool, etc. 
(Wilson 2006). In addition, this study before you aims to understand a wider context that 
influences  information behaviour  in  voluntary youth/peace organisations,  so that  it  can 
provide a complete answer to questions such as what kinds of information tools would be 
most useful in these particular contexts, and why. 

4.1.1. The activity system 

The unit of analysis in all activity theory is the human activity towards and upon an object 
(Kaptelinin & Nardi  2006,  p.66-67).  To emphasize  that  human activities  are  collective 
phenomena, in that their objects and aims are shared by a community and that they are 
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carried  out  by  groups  of  people  within  the  context  of  a  socio-historical  community, 
Engeström has coined the term activity system as the underlying concept to analyse activity 
(Kaptelinin & Nardi  2006,  p.99).  Engeström defines the activity system as an “object-
oriented, collective, and culturally mediated human activity” (Engeström 1999a, p.9). One 
could define an activity system as human-activity-in-context. 

The basic elements of an activity system are an acting subject, an object that is acted upon, 
and a tool with which the subject acts upon the object. The subject has a goal with her 
action, a wished-for outcome. Actions make up activities that are societal: they take place 
within a community that  is governed by a certain division of labour and certain rules. 
Usually several subjects are acting together in a community and not all of them will need to 
do all  actions.  The rules that  govern the community influence how the members work 
together in any activity,such as who will do the information seeking, who will make the 
decisions based on the information, and who will implement them, for instance. The rules 
and the tools have developed historically and people have learned to use them. Whether the 
outcome of an action resembles the original goal depends on the way in which the tools, the 
societal  rules  and  the  actual  resources  at  hand  interfere.  All  of  these  elements  are  in 
constant, dynamic interaction with each other, and the boundaries between the different 
aspects  are easily blurred.  However,  since the essential  role of the model  according to 
Engeström is to grasp the “systemic whole” by providing the possibility of analysing a 
multitude of relationships between the different aspects, this is not seen as very problematic 
(Engeström 1987, p.78-9).

 Engeström visualises the activity system and its aspects in the following figure:

Illustration 1: The activity system. After Engeström (1987), p.78.

Although Engeström’s popular activity system model thus includes a “system” as a basic 
concept, this should not be confused with the concept of “system” as it has been used in 
most system theoretical approaches. Firstly, the historical development in activity theory 
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that led up to Engeström’s activity system model has been as good as completely separate 
from  the  development  of  system  theory  (see  Kaptelinin  &  Nardi  2006  for  a  good 
description of the development of activity theory, and Hessler 2003, p.17-28, or Moe 1996, 
p.26-37, for descriptions of the historical development behind system theory approaches). 
Activity theory started as a psychological theory of individual activities, and one of the 
most basic ideas from the start was that subjects, objects and the human activity cannot be 
separated from society and culture. System theory started from the conception of closed 
systems in  biology and other  natural  sciences  and has  been more  or  less  successfully 
adapted to include more open and social systems in sociological research. In contrast to the 
concept  of  systems  that  are  more  or  less  open  to  their  environment  in  system theory 
approaches, system models in the activity theory approach should always be considered as 
not only totally open to external factors such as society and culture, but including these 
factors in each aspect of the system (Kaptelinin & Nardi 2006, p.66). 

While Engeström’s model has been used in many empirical studies, Wilson (2006) found it 
too static to do justice to the process character of activities,  and felt  that it  lacked the 
important notion of goal. He thus combined Engeström’s model with a model by Bedny 
(2003) and came up with the following variation.

A weakness with the use of the term “system” and with the visualisations in both models is 
that the dynamic and holistic activities they aim to depict can be understood as static. Also, 
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the relations and hierarchies between the aspects and the different activity systems may be 
construed as more objective and constant than the activity theoretical approach behind the 
model warrants. In any society there are many interconnected activity systems and, as we 
will see later in this chapter, any activity system consists of different levels. However, both 
the constituents of an activity and the relationships between different activities are not seen 
as fixed, but as dynamic, and “all levels can move both up and down” in reality (Kaptelinin 
& Nardi 2006, p.68). Engeström (1987, p.80) suggests that whether a human activity should 
be considered an activity system in its own right or as an action in another activity system 
depends on the perspective from which you look at it.  One can, for instance, treat the 
creation of a document as an activity with its own rules, division of labour, tools, etc., as 
Wilson (2006) suggests, or see it as an action in a broader activity system of, for instance, 
managing information or  marketing.  It  is  also difficult  to visualise the  basic idea,  that 
activity and all  of its constituents such as its subjects,  objects and tools are essentially 
societal in nature.

Engeström’s model attempts to depict some of this complexity by including the community 
in which the activity takes place as one of the aspects within his system, and by connecting 
all the constituents of the activity in triangles and sub-triangles. However, as Wilson (2006) 
pointed out, the model does not illustrate the important dynamic aspects. Moreover, while it 
may be theoretically more correct to say that all aspects in Engeström’s model blur into 
each other, this also makes the model less useful as an analytical tool.

Wilson’s model may be found more beneficial as an analytical tool since its aspects are less 
easily  blurred into each other  and since  it  provides  for  the  impression of  process  and 
direction to the activity.  On the other hand,  through this  model it  becomes even more 
difficult to understand how the different aspects in the activity integrate aspects of culture 
and society within themselves and to see how all aspects are dynamically related within a 
holistic whole. Especially the illustration of relations and hierarchies between the aspects 
and between different activities can be understood as more objective, causal, and constant 
than what is actually the case. In this sense, the aspects that make Wilson’s model more 
useful for empirical analysis may also confuse the reader with regard to the view of reality 
that activity theory is trying to confer. 

As in all depictions of a complex reality, each of the two models thus have both advantages 
and disadvantages. In a later section in this chapter, I will present my own version of an 
activity system model, which is inspired by these two above-mentioned visualisations. First, 
however, I will introduce some of the basic aspects in all activity theoretical approaches 
(shared by both Engeström and Wilson) and describe them in more detail, as well as some 
of the concepts from neo-institutional theory and strategy formation that have helped me in 
the process of developing my own theory.

4.1.2. Tools

A basic assumption in all activity theory is that there is no direct (binary) relation between 
subject and object. There are always tools, or mediating artefacts between the two. These 
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can be tangible tools, but the concept can also include signs, concepts, plans, or models 
(“analytical tools”). The relationship between subjects, objects and tools is dynamic and 
interactive. The tools are created, adopted and adapted by the subjects in an activity system. 
Through them the subjects act on, but also construct and develop objects (as in the saying 
“if all you have is a hammer, everything looks like a nail”). The tools influence the subjects 
adopting and adapting them as well, since they narrow the horizon of possible ways of 
acting that a subject can imagine (a man with a hammer becomes a carpenter). 

4.1.3. Operation – action – activity and neighbour activities

In order to be able to shift the focus from individual, local practice to a broader and more 
general view, the three-level hierarchy as first devised by Leont’ev (1981, in Engeström 
1999a and Wilson 2006) is useful. Leont’ev made a distinction between activity, action and 
operations.  An activity  is  always a  collective effort.  But activities  are  realised by,  and 
indeed exist only as, a net of actions that are performed by individuals or groups. Finally, 
these  actions  are  performed  by  individuals  executing  concrete  operations  in  concrete 
circumstances.  There is  usually  some division of labour that  makes it  possible for  one 
person to undertake an action that forms only a part of a collective activity, or an operation 
that forms part of a group’s action. An action can be part of more than one activity system 
at the same time, and the goal of the action need not be the same as the motivation for the 
broader activity in which it is included. The motivation drives the whole activity, whereas 
an action’s  goal  exists  at  a  more  individual level.  For  instance,  a  subject  may publish 
documents on a website  (an action) to make the documents accessible to all  interested 
parties (the goal of the action as the subject interprets it).  This can be part of a larger 
activity, with the motivation to increase the internal democracy in an organisation, or of an 
activity with the motivation to market the organisation as modern and efficient. On the 
other hand, the object of one activity system (internal democracy or a professional image) 
can be reached through various sets of actions with different goals. 

Actions can have affective aspects as well as cognitive aspects. But in order to capture the 
affective aspects one needs to look at the societal level of activities with their underlying 
motivations,  rather  than  individual  actions  alone.  Only  then  can  we  understand,  for 
example,  how  an  individual  subject  can  place  herself  in  a  broader  community  by 
performing an action. For instance, a volunteer may join a demonstration not in the first 
place to fulfil a goal with the demonstration itself, but to signal belonging to a group of 
friends who all demonstrate. This affective goal is only visible if we widen our view from 
the individual action to the community (see also Sundin & Johannisson 2005, p.37, about 
communicative participation).

Operations, finally, are simply a mode of realising an action, and how they are performed in 
practice depends more on the actual conditions and the resources available than on any 
conscious goals. Also, one and the same operation can be carried out for the purpose of 
different actions, just as one single action can be part of various activities. For example, 
while writing this document, I take regular breaks during which I check my e-mail inbox. 
While  the  goal  of  the  original  action  of  which  this  operation  is  a  part  (“seeking 
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information”) was to keep up-to-date,  I  have turned this  same operation into a part  of 
another action (“creating diversions”) as well, of which the goal is to interrupt my writing 
action. 

Whether something is considered to be an operation, an action, or an activity is a matter of 
perspective. In order to call something an action rather than an operation, the subjects have 
to  be  conscious  of  the  goals  of  their  actions  as  being  separate  goals—for  instance, 
communication can be an action when the subjects have an explicit goal of sharing (or 
seeking)  information,  but  not  when  they  see  their  communication  solely  in  terms  of 
reaching  their  “work goal”.  In  that  case,  the  communication  is  an  operation,  which  is 
forming an aspect of a work action (see Engeström 1987, p.92). 

Activities themselves also exist in a societal net consisting of many other activities that they 
have different and dynamic relationships to. Engeström talks of “a multitude of relatively 
independent activities” in all complex societies (Engeström 1987, p.80). The “neighbour 
activities” to an activity in focus (the “central activity”) can be classified according to the 
relationship they have to the central activity. First and foremost, there are what Engeström 
calls  “object-activities”  where  the  objects  and  outcomes  of  the  central  activity  are 
embedded. For instance, a “decision making activity” where the outcome of an information 
seeking  activity  is  used  is  a  neighbouring  object-activity  to  the  central  activity  of 
information  seeking.  Secondly,  there  are  neighbour  activities  that  produce  tools  or 
instruments that  can be used in the central  activity,  which Engeström calls  instrument-
producing activities. An instrument-producing activity for a central activity of information 
seeking could be, for instance, the activity of an Internet provider or the activities of a 
library making their collections accessible. Thirdly, there can be neighbour activities that 
“include  activities  like  education  and  schooling  of  the  subjects  of  the  central  activity 
(subject-producing activities)”  (Engeström 1987,  p.88),  and lastly,  Engeström visualises 
“rule-producing activities” that influence the rules of the central activity (Engeström 1987, 
p.88). For the central activity of information seeking in a school environment, an example 
of a rule-producing activity could be the teachers’ activities of setting tasks and rules for 
how,  when and where  to  seek information.  Important  is  that  the  relationships  between 
central  activities  and neighbour  activities  are  as  dynamic and as interdependent  as  the 
relationships between aspects within each system. In other words, an activity can be treated 
as a neighbour activity on some occasions, but not on others, or be a neighbour activity for 
a shorter or longer time. Moreover, the related activities can “hybridize” with each other 
through their exchanges (Engeström 1987, p.88). Another consequence is that in contrast to 
system theoretical  approaches,  possible  hierarchies  between “sub-systems”  and “super-
systems” are seen as irrelevant, since as for operations, actions and activities, the level for 
studying activities can “move both up and down” (Kaptelinin & Nardi 2006, p.68) – any 
activity can be treated as the central activity. 

4.1.4. The logic of appropriateness

The theory of activity systems shows some similarities to a neo-institutional approach to 
organisations  as  explained  by  March  and  Olsen  (1995).  March  and  Olsen  state  that 
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individuals strive to act in ways that they believe are appropriate in certain contexts, and to 
fulfil context-specific roles, such as the role of a manager, or the role of a member in a 
youth organisation. They call this the logic of appropriateness of institutions. People will 
usually want to follow rules and implicit norms of behaviour, they say, as this is the way to 
establish identities. Treating the activity system from this point of view, it becomes even 
clearer that actions have affective aspects in addition to their rational goals. In addition to 
the subjects’ motivation of reaching an object as described through activity theory, March 
and Olsen add the motivation of shaping an identity by participating in the social system. 
While this is implicitly recognized in Engeström's texts, it is made clearer by March and 
Olsen.

Institutions,  such as organisations or groups of organisations,  are shaped by and shape 
individuals.  But  neither  of  these  relations  is  straightforward;  individuals  have  to  work 
actively  at  translating  and  coordinating  ambiguous  institutional  rules,  norms  and 
expectations  for  their  cognitive  and  emotional  behaviour  in  different  circumstances. 
Sometimes their actions and slight changes in how they make sense of the constraints and 
follow  them will,  in  time,  change  the  institution  too.  Sometimes  even  conscious  and 
planned changes will be absorbed by institutional inertia. Neither the institutional contexts 
nor the acting subjects have a determining role, which is largely explained by the inherent 
ambiguity  of  institutional  rules  and identities:  “As  a  result,  identities  and rules  assure 
neither consistency nor simplicity. … Defining an identity and achieving it require energy, 
thought, and capability. Fulfilling an identity through following appropriate rules involves 
matching a changing (and often ambiguous) set of contingent rules to a changing (and often 
ambiguous) set of situations” (March & Olsen 1995, p.42). Often it will prove easier to find 
out what is not legitimate in an institution than to pinpoint any exact rules of behaviour. 
Within an activity system in an organisational context, then, there are no objective values or 
rules, or use of tools, that mediate actions and explain outcomes; rather, the values, rules, 
and tools as they are understood subjectively by the individual subject mediate the action of 
the subject on the object.

Brunsson (2006) gives some additional insight into the possible roles and identities that the 
Boards of youth/peace organisations could be striving for. Brunsson distinguishes between 
the ideal types of action organisations and political organisations. In order to cope with 
inconsistent demands from their environment, Brunsson claims that organisations will have 
to  incorporate  this  inconsistency  into  their  structures.  Depending  on  the  type  of 
organisation, it will both have to find ways to efficiently produce services or products, and 
to produce “talk”, or decisions, meant to create a “symbolic accord with its environment” 
(Brunsson 2006, p.14) by reflecting demands for, for instance, environmental friendliness 
or internally democratic structures. Political organisations that often produce little in the 
way of services and tangible products depend mostly on the production of talk to maintain 
legitimacy in the eyes of their environment. An ideal type of a political organisation would 
not have any need to produce action, and its sole base for legitimation would be to reflect 
conflicting ideas, interests and ideologies and to offer a structure where these conflicts can 
be brought in the open and managed through open debates and rational decision processes 
(Brunsson 2006, p.19-22). However, the long and critical discussions on a range of complex 
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problems considered from many different points of view, and which never arrive at a final 
solution, that form the essence of political organisations can lead to internal criticism and 
frustration  among  their  members,  who  long  for  more  “efficient”  and  action-oriented 
strategies, even though the output of political organisations is not supposed to be “action”, 
but “talk” (Brunsson 2006, p.24-5). 

Brunsson states that while it is customary to believe that decisions on the leadership level of 
political organisations result in the implementation of the same on the levels of the “led”, 
and that the leaders thus are in control of the activities of the organisation, this is often not 
the case and sometimes it is not even desirable (Brunsson 2006, p.71-2). However, both the 
leaders, the led, and the environment usually expect that the leadership level is capable of 
influencing the activities in an organisation and if this is found to clearly not be the case, it 
may result in a loss of legitimacy within the organisation and its environment and to a sense 
of frustration among both leaders and led. 

In short, according to Brunsson, the role of a Board member in a political organisation such 
as a youth/peace organisation would be mainly to generate “talk”, to reflect conflict, and to 
make rational and democratic decisions visible to local members and to its environment. 
The Board member would also expect  and be expected to  influence the  activities  and 
products on other levels of the organisation through this talk, although Brunsson claims that 
this in fact is not always possible, nor always necessary. When engaging in activities within 
the context of the Board, these would be some of the underlying organisational values that 
influence which actions the individual subjects undertake, and how.

4.1.5. Development

An activity system is always in development. There are different mechanisms that cause an 
activity system to change continuously, but all of them have at their root internal tensions 
and  contradictions  within  and  between  the  different  aspects  and  levels  of  the  activity 
system, as well as between different activity systems. According to Engeström (1987, p.82), 
the fundamental contradiction in any activity system is the clash between individual actions 
and individual goals on the one hand, and the total activity system and its motives on the 
other. For activities in a voluntary organisation, this could be a tension between what an 
individual volunteer wants to gain from her involvement and the aims of the organisation, 
which could be present in all actions the volunteer engages in. This concept of a clash 
becomes more complex but also more interesting when taking into account March and 
Olsen’s  (1995)  theory  that  individual  subjects  have  to  struggle  to  translate  ambiguous 
motives and situations into goals and actions that they believe can fit in the institutional 
logic. In other words, the tension between individual subjects and an activity system’s aims 
and values may well be involuntary and unknown to the subjects themselves.

Engeström ranks four different kinds of contradictions:

● An inner conflict within aspects of the activity system. In Engeström’s model, these 
are the subject, object, mediating artefact, community, rules and division of labour. 
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For instance, the subject can have several conflicting goals with an action, or there 
may be several internally contradictory rules to follow. 

● A contradiction between aspects of the activity system, e.g. between the division of 
labour  deciding  who  should  be  responsible  for  seeking  information  and  the 
availability of resources such as time, competence, or access to ICT tools that make 
it easier for another subject to undertake the task. 

● Tensions between different interpretations of the activity system’s objects and aims1. 
For instance, one understanding of the aims of an information management activity 
that is prevalent in the private sector is to gain a competitive advantage over other 
companies (see for instance Porter & Millar 1996/1985). Another interpretation of 
the aims can be to empower the organisational participants, which can fit in better 
with voluntary organisations’ overall aims (see Powell 2003). When two or more 
interpretations  are  held  within  the  same organisation,  this  will  create  a  tension. 
Again, the concept of an ambiguous logic of appropriateness can explain how such 
different interpretations come about.

● Tensions  between the studied activity system and “essential neighbour activities” 
(Engeström 1987, p.88). For information management, essential neighbour activities 
can be the ones in which the information is used, such as the activity of decision 
making or of making sense.

The contradictions and tensions are found on the three different levels of operations, actions 
and activities. Contradictions are not only inevitable; they are also the driving force for 
change. The tensions lead to changes, which may resolve some tensions but could also lead 
to new tensions and contradictions, and so on, often moving the activity system from one 
extreme to  the other.  This  change can take place through conscious learning processes 
leading up to planned changes, or through incremental and unconscious changes starting 
from small, individual variations2. In both cases, the intertwined processes of internalisation 
and externalisation play an important  role  (after  Engeström 1999c).  Internalisation and 
externalisation  happen  simultaneously,  and  may  be  different  for  different  subjects. 
However,  there  are  stages  when  collective  internalisation  or  collective  externalisation 
dominates. 

Internalisation happens as newcomers are socialised into the routines already present in an 
activity system. As they become more competent, they may become aware of the inherent 
contradictions  and tensions,  and  internalisation  may to  an  increasing degree  grow into 
critical  reflection.  Externalisation  is  the  creation  of  new tools,  rules,  or  new ways  of 
working and is usually triggered by the awareness of tensions in the existing system. When 
subjects become aware of discrepancies, and try to overcome them through collective and 
explicit decisions on changes in the activity, this is a major form of externalisation. A minor 

1  Engeström takes a historically deterministic view and sees the tensions between a “culturally more advanced 
form” (Engeström 1987, p.88) of the activity, with a more advanced object and aims, and the dominant form of 
the activity.

2  Engeström  (1987,  2002)  conceives  of  a  third  way  for  development,  which  he  calls  “expansion”  ,  when 
individuals  perceive  the  activity  system as  a  whole  as  a  part  of  a  broader  framework  and  rise  above  the 
constraints put by the initial system, creating a totally new system for the activity. I have left this out of my 
discussion as I will not use it in the further analysis.
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form of  externalisation  are  “discrete  individual  innovations”  (Engeström 1999a,  p.33), 
which may be adopted by the community and lead to marginal variations in the activity 
system. These may be either unconscious or conscious changes. 

Change in an activity, either conscious or incremental, happens continuously to and through 
the  tools  that  mediate  all  actions.  Abstract  tools  for  an  activity,  such  as  “ICT”,  are 
concretised to fit in with the goals and the other available resources in an actual socio-
historical practice “which is necessarily richer than the abstraction originally produced” 
(Engeström 1987,  p.159).  Individual  subjects  introduce  “new”  tools  (often  from other 
activity systems) or change the usage of existing tools. These minor changes can then be 
picked up by a wider community and lead to further variations in the whole activity. The 
changes in the activity system may then lead to more lasting changes in the individual 
behaviour. Usually when such developments happen, the individual is unconscious both of 
his own contribution and of the variation (usually marginal) that it causes in the activity. 

The activity theory view on change as caused by a combination of individual variations in 
actions  and  conscious  decisions  is  reminiscent  of  management  researcher  Mintzberg’s 
theories on the development of strategy in organisations. Mintzberg gives a clearer insight 
into just how the mechanisms of change can function, which may be valuable for a deeper 
understanding of developing activity systems3. According to Mintzberg and Quinn (1998, 
p.xi),  “the  formulation  and  implementation  of  strategy  are  intertwined  as  complex 
interactive  processes  in  which  politics,  values,  organisational  culture,  and  management 
styles determine or constrain particular decisions”. The first, commonsense definition of 
strategy is strategy as plan, an a priori, consciously developed course of action to reach a 
stated  goal  (Mintzberg  1998a/1987,  p.10).  This  is  similar  to  the  explicit  decisions  on 
changes  in  the  activity  theory approach.  Whereas  all  organisations  need some planned 
direction  to  make  sense  of  themselves  and  their  environment,  far  from  all  intended 
strategies are realised, and not all organisations put much stock into a priori planning. A 
complementary definition therefore is strategy as a pattern in a stream of actions, in other 
words a consistency in behaviour, whether intended or not (Mintzberg 1998a/1987, p.11). 
Such emergent strategies become organisational when they expand and come to guide the 
behaviour of the organisation at large. The emergent strategies can be compared with the 
small, individual variations leading to incremental change in activity theoretical terms.

Some of the strategies, both intended and deliberate ones as well as emergent, unconscious 
behaviour, will be adopted and the synthesis of these patterns of actions becomes the actual 
realised strategy. Others will fail to be implemented or to spread through the organisation. 
Which strategies will work, and which will not, depends on the institutional context, the 
available resources, tools, values etc., as well as on unpredictable events. The figure below 
visualises how individual actions (emergent strategies) and explicit management decisions 
(deliberate strategies) together influence the development of an activity (realised strategy). 

3  Mintzberg speaks about strategy, not about activity systems. However, in his definition, strategy is about the –
planned or emergent – changes that activities in organisations undergo within a context of values and goals. As 
such I find that his reasoning fits well in the context of information management as an activity system within a 
specific organisational context. 
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The intended strategy can be compared to the general aims the organisation strives after, 
which the deliberate strategy makes explicit. Not all strategies influence the development; 
the decisions that are never implemented or the actions that do not become adopted can be 
called unrealised strategies.

Illustration 3: Deliberate and emergent strategies. After Mintzberg (1998a/1987), p.12

Applying  Mintzberg’s  definition  on  information  management  in  non-governmental 
organisations, Schueber (2003) assumes that “every organisation has IM strategies, be it in 
the form of deliberately designed strategies or in the form of a pattern of activities, which 
forms an emergent strategy. Mostly it  is  a combination of both” (Schueber 2003, p.2). 
Findings on managing voluntary organisations show that explicit decisions will probably 
need to be made in a participatory and emergent fashion (Jonsson 1995; Schueber 2003; 
Powell  2003,  Nowé 2001a).  A pure planning perspective is  hard to apply to voluntary 
youth/peace  organisations,  since  the  mostly  democratic  structures  can  resist  a  too 
centralised  planning  effort  (Schueber  2003,  p.60).  Both  Davenport  (1997)  and  Powell 
(2003) stress the importance of involving a broad base of participants in discussions about 
strategic  information issues  such as  “what  do we want  to  do with information  in  this 
organisation”, since the major problem of information strategy is usually to make people act 
in consistent ways. 
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If routines for the information activity are not followed by a large majority, the information 
strategy will fail. In order to encourage people to comply with information strategies and 
act  according  to  common information  policies,  it  is  important  to  follow as  closely  as 
possible  the  existing  information  practices  (the  individual  information  actions)  in  the 
organisation, and to base new plans on the actual information needs of the organisational 
members.  On  the  other  hand,  some  element  of  rationality,  planning  and  foresight  is 
necessary  considering  that  youth/peace  organisations  not  only  need  to  learn  about  the 
current state of their environment, but they also want to change it for the better (compare 
Schueber 2003, p.59). 

4.2. An information activity system
Activity theory lends itself  well  to visualisation,  and most researchers summarize their 
salient points in some kind of model. With inspiration from the models of Engeström (1987) 
and Wilson (2006), as well as from March and Olsen’s (1995) theory, I have shaped my 
own model to visualise an information activity system. 

I have devised this model partly a priori, as a tool to guide the gathering of my empirical 
material and its first analysis. Partly I have allowed the analysis of the material to add to 
and nuance the model. In other words, my approach has been heuristic, moving from the 
abstract to the concrete and back again to arrive at a richer and more precise model of a 
real-life practice. In this way, my model of an information activity system is part of the 
theoretical outcome of this dissertation. 

In the research tradition viewing information management as a process (see Chapter 2), I 
conceive  of  several  interwoven information activities  and information activity  systems. 
Though none  of  the  researchers  takes  an  explicit  activity  system approach,  they  view 
information  management  as  a  string  or  cycle  of  information  actions  on  individual, 
collective  and  organisational  levels.  The  information  activities  in  this  cycle  are  given 
somewhat different names and functions by different  researchers.  I  have chosen to talk 
about the activities of passively encountering and actively seeking information, storing and 
retrieving  information,  sharing  information  (as  synonymous  with  communication)  and 
creating information.

The  model  of  an  information  activity  system  that  I  have  arrived  at  focuses  on  the 
information actions and includes the aspects of goals, community, tools, resources, implicit 
values or norms of behaviour, explicit rules, and a division of labour. These are the aspects 
that I believe mediate the outcome of any information activity in the context of youth/peace 
organisations in Sweden. I will continue to present and motivate each of the aspects and end 
with a visualisation of the model. 

4.2.1. Actions

The individual actions that make up an information activity are the primary unit of analysis 
in this study (see Bedny & Meister 1997, p.13). The actions in this case are the different 
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actions that make up the information activities of encountering, seeking, storing, retrieving, 
sharing and creating information. Actions have clear beginnings and endings (Engeström 
1987, p.67); they can be said to have a “loop structure”, starting from the point where a 
subject formulates a goal, and ending with an evaluation of the outcome against this goal 
(Bedny & Meister 1997, p.13). The subjects have more or less clear and conscious goals for 
their actions although they need not have a clear vision of the action’s place in the context 
of a larger activity system. Many actions together make up an activity system with a more 
or less implicit  motivation, which influences the actual action in its turn. The action is 
symbolised  by  a  broken arrow from the  subject  to  the  object  to  symbolise  that  tools, 
resources, values, rules and a division of labour among the community involved in the 
activity mediate between the subject and her action upon the object. 

4.2.2. Goals

As Wilson (2006) pointed out, Engeström has omitted individual or collective goals from 
his depiction of an activity system. Instead, Engeström uses the concept of “object” to 
denote  both  the  actual  object  undergoing  the  action  and  the  motivation  for  the  entire 
activity.  Bedny and Meister  (1997) and Wilson (2006) on the other  hand both include 
individual  goals  for  actions.  Bedny and Meister  (1997,  p.3-4)  point  out  that  goals  for 
actions are separate from the motivation for the activities of which the actions are a part. 
Since the individual is aware of a goal for her action and will strive to reach an outcome as 
close to her goal as possible, I have put the goal as the first aspect of the action, in close 
connection to the subject. I call the goals on an organisational level “aims”.

The goal of an action can be self-developed by the individual or the group or imposed by an 
external part, or both. Even when the goal is imposed, the subject adapts the goal trying to 
understand it (Bedny & Meister 1997, p.5 see also March & Olsen 1995, above). The goal 
of  an  information  action  may  either  be  constructed  as  an  “information  goal”  that  is 
explicitly connected to, for instance, better information or communication practices, or as a 
sub-goal to another task that is described as, for instance, decision making or planning. It 
happens quite seldom that information actions are understood as having a goal in and of 
themselves – it is more usual to seek, share, or save information in order to support some 
other activity (Wilson 1981, et passim). Goals are the only aspect of the action that always 
are more or less explicit, or of which the individual is conscious (Bedny & Meister 1997, 
p.5).  This  does not mean that  the goals  cannot be fuzzy, ambiguous,  or misunderstood 
(Bedny & Meister 1997, p.4-5;see also March & Olsen 1995 above). Goals can develop and 
change during the action. Weick and Engeström even claim that the explicit goals often are 
constructed after the fact in order to fit the outcome of the action to the goal, at least in 
retrospect (Weick 1995, p.28-30, Engeström 1999c, p.377). Three major (strategic) goals 
for information actions in organisations are given by Choo (2006): making sense, decision 
making  and  learning  or  innovation  (see  Chapter  2).  Moreover,  individuals  can  have 
affective goals, among others they will strive to behave in the way they believe their roles 
stipulate.
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4.2.3. Subjects

In this model, the subject is seen as an individual. But in any action, there may be multiple 
subjects working on the same task, in which case they may have different goals or different 
interpretations  of  the  same  goal,  for  the  action.  Their  earlier  experiences  and  their 
individual tastes will influence their actions. Moreover, they may have access to varying 
resources for the purpose of accomplishing the task, and interpret the organisation’s values 
and their  influence on the specific  action differently.  Also the communication between 
multiple subjects involved in the same action is of importance for the final outcome. 

4.2.4. Tools and resources

Tools can be tangible or intangible according to Engeström (1987) and Wilson (2006). Also 
for information activities, both tangible and intangible tools play important roles. Tangible 
tools in information activities are for example all forms of ICT such as computers, e-mail, 
or mobile or stationary telephones, as well as other media for sharing information such as 
“face-to-face interaction” or technology for creating documents, such as pen and paper. 
Intangible tools for information activities can be established routines that determine how to 
go  about  seeking  or  storing  information  as  well  as  mindsets  for  problem-solving  that 
individual subjects have acquired. However, this study focuses on tangible tools only since 
both theories of information management and information behaviour and the data gathering 
methods used here best lend themselves to the analysis of the roles of tangible tools. To be 
able  to  study  the  role  of  intangible  tools,  cognitive  psychological  theories  and  data 
gathering methods to follow the individual’s thinking processes would be more appropriate.

Both Engeström and Bedny & Meister (1997) discuss the classification of tools according 
to the function they perform in the action. In the case of information activities, some tools 
are  more  often  used  for  some  activities,  and  could  thus  be  classified  as  tools  for 
encountering  or  seeking  information,  storing,  retrieving,  sharing  and  (re-)creating 
information. However, many of the tools can be used within several activities. Tools are 
also often adopted and adapted from other social practices, which may fit more or less well 
with the new uses and also influence the actions (Engeström 1987, p.60). 

In contrast to Engeström (1987) and Wilson (2006) I make a distinction between tools and 
resources, even though the difference can be hard to pinpoint sometimes. I define tools as 
the artefacts that are used in information actions, such as ICT tools for information creation 
or storing, media for information sharing etc. Which tools are chosen, and how they are 
actually  used  in  a  particular  situation  depends  among  other  things  on  the  available 
resources.  These  can  be  financial  resources,  human  resources  such  as  people’s  time, 
engagement and competences or more connected to information tools, such as an Internet 
broadband connection or an office that can serve as a meeting place. This distinction allows 
me to clarify relations and tensions between tools  and resources.  In organisations with 
limited resources, this may explain the use of tools better than existing goals or rules.
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4.2.5. Values and rules

March and Olsen (1995) talk about “rules of appropriateness” (March & Olsen 1995, p.31) 
that are socially constructed and known among the members of an institution (p.30). They 
can either be formal, explicit rules or less formally specified understandings (p.35). New 
members are socialised into them and they form a part of what March and Olsen call the 
logic of appropriateness that members in an institution struggle to recognize and use - the 
rules  of  thumb for  how one is  supposed to  act  in  a  specific  situation.  Rules  form an 
important part of any activity system. Engeström’s (1987) model brings together implicit 
and explicit rules under the aspect of Rules, and Wilson (2006) calls them “Norms, etc.”. 

I have chosen to distinguish between rules, which I call the explicit guidelines and policies 
in an organisation,  and values,  by which I  mean the implicit  understanding of what is 
allowed,  what  is  encouraged,  and  what  one  simply  doesn’t  do  in  any  institutional 
environment. This distinction allows me to identify tensions and relations between what is 
stated explicitly and what is expected implicitly. The values in an organisation are closely 
connected to what is considered, by the organisational members or by its environment, as 
legitimate for the organisation. Above, Brunsson (2006) has argued that these expectations 
are often contradictory and that they differ in more action-oriented and more politically 
oriented  organisations.  In  organisations  as  averse  to  being  managed  as  voluntary 
organisations are said to be (Handy 1988, p.2-9), one would expect a relatively larger share 
of implicit values. 

Whereas the rules relevant to an activity are fairly easy to find in policy documents and 
instructions, the values, by their implicit nature, have to be extrapolated from the rules, as 
well as from assumptions that are made in documents, statements in interviews, and the 
actions themselves.  This will  not lead to an account of any objective values, but to an 
understanding of the values as they are interpreted by the subjects.

4.2.6. Division of labour

The division of labour determines who participates in the actions and which roles they play. 
Not  all  participants  in  an  activity  play  the  same  roles;  within  the  activity  of  storing 
information,  for  instance,  one  or  two  individuals  can  be  given  the  role  of  storing 
information for the others. The formal division of labour is close to the formal structure of 
an organisation. How this formal division of labour is understood and whether it is followed 
by the participants in a community is,  among other reasons, influenced by the implicit 
values in the organisation and the way the members understand their own and others’ roles 
and identities.  Again,  as  Brunsson (2006) pointed out,  there may be a huge difference 
between what is  said explicitly –  the formal  division of labour –  and what is  done in 
practice, and in some cases this difference may be the most efficient way of dealing with 
internal and external constraints.
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4.2.7. Objects

In contrast to Engeström (1987), I define the object of the action solely as “that which is 
acted upon” to make it more operational. In information activities, the object is, broadly 
speaking,  “information”.  What  “information”  includes  has  been  discussed  extensively 
within library and information science. I take a pragmatic approach and define information 
in  general  as  anything that  is  recognized as  informative  by participants  in  information 
activities, and that has been created, compiled, distributed, organised, or otherwise value-
added by humans. This can be documents or spoken information, which can be further 
classified  as  for  instance,  policy  documents,  documentation  about  the  organisation,  or 
external  and internal  information.  The exact  classification of  the  objects  is  part  of  the 
analysis and may be different for each of the different information activities.

4.2.8. Outcome

The outcome is the result of the actions or of the whole activity. Neither the results of single 
actions in a broader activity, nor of the activity itself are always discernible. Especially 
activities are ongoing and circular and do not end up in one single outcome at any one time. 
In this case, I have treated the outcomes of activities as if the activities had ended along 
with the end of my observation. 

Although the wished-for outcome of an action is as close to the goal as possible, this may 
not always be the case. After an evaluation that may be more or less conscious, either the 
goal or the action can be modified by the subject to ensure that the outcome will resemble 
the goal more closely. 

4.2.9. A model of an information activity system

All aspects are visualised in the following model:
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The model helps visualise the aspects involved in single information actions and broader 
information activities that individuals or groups in the Board of youth/peace organisations 
undertake. A model, like a metaphor, helps focus on some aspects but keeps other aspects 
and questions in the dark. I have chosen to construct a model that is closer to Wilson’s 
process model than to Engeström’s dynamic triangles since I find the analytical clarity and 
the inclusion of the subjects’ goals in Wilson’s model to be important factors. Sadly, this 
also  means  that  my  model  has  inherited  the  ineptitude  to  meaningfully  describe  the 
dynamic relationships between all constituents in the activity and in other activities, along 
with the societal context inherent in each of the aspects. As in all models of systems, its 
depictions of reality may seem more static and less contextual than my theoretical approach 
in itself warrants. However,  a major advantage with visualising activities as systems of 
constituting aspects is that they can help clarify relationships between aspects and with 
other activities that otherwise would be difficult to see.

A more correct,  but less clear,  version of figure 5 that takes the dynamic relations and 
contextual aspects of the information activity into consideration could look like this:
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The  three-dimensional  cubes  in  the  model  symbolise  that  the  different  aspects  have 
developed historically and are still in development – what we can see is a snapshot of a 
specific  time.  The borders  are  dashed rather  than complete lines to symbolise that  the 
different aspects are not static; they can blur into each other. There is usually more than one 
subject, more than one goal, tool, etc. within the activity, and all aspects can have primary 
contradictions within them. Moreover, all aspects are interrelated with each other and can 
have  relationships  with  neighbour  activities,  as  the  double  arrows  show.  While  this 
representation better describes the complexity of the activity, it is more feasible to use the 
simplified version for analytical purposes.

Like  any  activity,  information  activities  change  continuously.  The  catalysts  for  these 
changes are tensions and contradictions between individual actions and goals and the whole 
activity and its aims, in each aspect of the activity system, between the different aspects, 
between different interpretations of the object and aims of the activity system, and between 
the  information  activity  system and  neighbour  activity  systems.  After  a  first  phase  of 
internalisation, subjects critically view some of these tensions and externalise them into 
small, individual changes of the tools used for an information action or into new ways of 
how an action is implemented, or into more collective and explicit decisions on changes of 
rules, division of labour, or tools. If individual changes spread through the organisation, 
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they influence the activity and are what Mintzberg calls emergent strategies. Together with 
the conscious decisions, if they are implemented, they influence the development of the 
activity system. Mostly, both forms of change will be continuously present in the activity 
system, although there may be periods where one or the other dominates.  Research on 
voluntary organisations suggests that emergent strategies, or bottom-up individual actions 
need to be given an important role in order to fit in with institutional values and individual 
goals. 

Distinguishing between information activity systems and describing the aspects of each 
system within the socio-historical community of a youth/peace organisation allows me to 
continue the analysis of their development by identifying tensions and contradictions within 
and between the information activities that can be distinguished in the organisation and 
between these and neighbouring activities.

4.3. Conclusion
In this chapter I have presented my theoretical framework based on activity theory, with the 
addition of some concepts from neo-institutional theory and from Mintzberg on strategy 
formation. I have developed my own model of an information activity system, in part a 
priori based on earlier research, in part during the analysis of the empirical material. The 
model  can  offer  a  holistic,  rich  yet  structured  analysis  of  the  practice  of  information 
activities  in  a  youth/peace  organisation:  its  logic,  its  needs,  and  the  tensions  and 
contradictions that drive its development. At the same time, my study of these activities has 
led me to nuance the existing visualisations of activity systems.

Wilson (2006) sees the use of activity theory models in library and information science as 
meaningful in that they provide us with questions within the framework of the information 
activity  system  such  as,  for  instance,  “How  are  the  norms  that  affect  this  activity 
transmitted within the community? What tools are used by subjects to communicate with 
one another on their experience in the activity? How do the subjects organise the division of 
labour  between  themselves  and  to  what  extent  is  this  affected  by  decisions  of  the 
community  to  which  they  belong  and  by  the  norms  of  behaviour  as  they  affect  this 
activity?” (Wilson 2006). All these questions, and more, are necessary to fully understand 
the complexity we are dealing with, and they will all be dealt with in the analysis of this 
dissertation. 

While the activity theoretical approach can provide the holistic view on all  information 
practices, attitudes and needs in an organisation that I have identified as my theoretical aim 
as  well  as  give  an overview of  the  relationships  between all  aspects  of  an  activity,  a 
weakness with the approach is that none of the practices or relations can be studied in 
depth. Moreover, activity theory and the activity system model cannot by itself explain any 
of  the  practices  or  the  relationships.  Activity  theory,  with  some additions,  has  merely 
presented the framework. But complementary theories about the studied activity are needed 
in order to construct an “existing theoretical understanding of the general process” that is 
one of the basic aims in an activity theoretical  approach.  Vygotsky and Leont’ev used 
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psychological theory, while Engeström was inspired by evolutionary theories to explain the 
development  of  learning  activity  (Engeström  1987)  and  doctor-patient  relationships 
(Engeström  1990).  I  will  use  research  on  information  management  and  information 
behaviour (see Chapter 2) both to structure and to make sense of the results of my study. 

It is also important to point out that the information activity systems I have arrived at are 
analytical constructs. Most probably, the subjects themselves do not see their actions within 
the different information activities as actions with conscious information goals, or treat all 
information  actions  taken  together  as  a  holistic  activity  system  with  knowledge  or 
information as the object. Rather, they may perform them as unconscious operations with 
the aim of supporting other work activities.  Not surprisingly, several  of the authors on 
information management point out the importance of treating information management as a 
specific area of expertise needing conscious planning on the strategic level (Choo 1996, vii; 
Marchand et al.  2001, p.5-11).  But they also deplore that  most organisations and most 
researchers have not yet recognized the need for strategic information planning connecting 
all the different events and resources for information work in the organisation. It seems 
most probable that information activities and resources, that form a large part of work in 
most organisations, are seen as disparate actions or operations supporting other activity 
systems  such  as  decision  making,  controlling  or  manufacturing  and  that  few  subjects 
imagine the existence of interconnected information activity systems. However, it is one of 
the tasks of the researcher to choose the best level for analysis, whether or not that level is 
commonly recognized by the subjects themselves. 

The next chapter on Method describes in detail how and why I have collected and analysed 
empirical material to come to my conclusions.
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5. Method

In this  chapter I  describe how I have conducted my empirical  study, and why. First,  I 
explain my choice of methods for data gathering and analysing by referring to an activity- 
theoretical  position and the  research  topic.  Secondly,  I  describe  and motivate  my data 
gathering choices in more detail and thirdly, I describe how I have gone about analysing the 
empirical material, with references to other activity-theoretical studies. 

5.1. Theory and method
A theoretical  framework  based  on  activity  theory  and  new  institutional  theory  was 
developed in the previous chapter. From an activity theory perspective, it is important to 
start in a rich description of a specific activity that develops within a specific, real-life 
context. The neo-institutional perspective also emphasizes the importance of a context of 
institutions  that  develop  over  time.  Therefore,  a  case  study  of  one  voluntary  youth 
organisation over a fairly long time seemed the most appropriate method. 

Definitions and opinions as to what constitutes a case study abound. Merriam (1994, p.34) 
provides  a  broad  definition  of  case  studies  as  studies  of  specific  situations,  such  as 
programs, events, individuals, institutions, or social groups that form well-defined systems. 
All kinds of data gathering and data analysis methods can be used in case studies, although 
she  notes  that  case  studies  best  suit  qualitative  approaches  that  aim  at  a  holistic 
understanding of a system (Merriam 1994, p.35). Case studies are appropriate if one wants 
to understand a concrete problem in its context, and if one sees this context as providing a 
rich tapestry of different  influences and aspects.  They are often descriptive rather  than 
analytical in nature, meaning that the researcher aims to understand the problem through a 
rich  description  of  a  complex  reality  rather  than  by  comparing  relative  strengths  of 
correlations  between  isolated  variables  (Merriam 1994,  p.35-40).  Within  organisational 
research, case studies concentrate on one or a few aspects of a single organisational context 
and may use all varieties of research methods to conduct this study (Strati 2000, p.134). 

The results of a qualitative case study cannot be generalised over and above the case it 
describes  (Merriam  1994.  p.184  ff.),  in  this  case  a  single  youth/peace  organisation’s 
information activities over a period of time. In order to be able to discuss whether and how 
the  findings  from  this  organisation  could  be  connected  to  specific  institutional 
characteristics in youth/peace organisations in Sweden, it  was necessary to broaden the 
material. Therefore, a questionnaire was constructed based on the findings in the case study 
and sent to the whole population of Swedish youth/peace organisations that answered the 
given  criteria.  Where  the  qualitative  case  study  could  create  a  deep  and  holistic 
understanding,  the quantitative questionnaire study made it  possible to see whether  the 
findings could be generalised for similar organisations. 
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5.2. Understanding activity systems
In order to research an activity system, one ideally delineates a system in its entirety at all 
three levels  of operations,  actions and activity,  and examines all  aspects  of the system 
including neighbouring systems in a concrete socio-historical time and space. According to 
Tolman (1999, p.78), typical activity theory research shares the following aspects: 

● “An existing theoretical understanding of the general process
● A focus on the concrete nature of the immediate problem
● An aim of revealing underlying causal dynamics”

The process of moving back and forth between a theoretical understanding and the concrete 
situation is known as the “ascent from the abstract to the concrete” (Tolman 1999, p.76). 
According to Engeström (1999c, p.382-3), abstract “refers to partial,  separated from the 
concrete whole”, and one ascents from the abstract to the concrete by starting from an 
abstract,  simple  relation that  can explain the  studied actions,  and referring to  concrete 
practice  to  enrich  this  step  by  step  “into  a  concrete  system  of  multiple,  constantly 
developing  manifestations”  (p.383),  that  comes  ever  nearer  the  actual  practice  –  a 
“theoretically  grasped  practice”  (Engeström  1999c,  p.383).  Moving  from  individual, 
concrete  actions  to  a  broader  activity  context  and  back  again  can  uncover  underlying 
tensions  that  can  explain  seemingly  irrational  actions,  disruptions,  and  seeming 
contradictions in the individual actions, which the actors themselves may be unaware of 
(Engeström 1999a, p.32). The aim is not to establish correlations between several abstract 
variables,  but  to  understand an activity  in  its  entirety,  within  the  specific  society  it  is 
situated in. Individuals are viewed as essentially societal in activity theory, and therefore 
“society” cannot be seen as “a collection of variables that influence the already existing 
individual” (Tolman 1999, p.82). 

In other words, the researcher works both with an ideal-typical activity system constructed 
“in the abstract” and with the local, historical, contextualised actions of specific actors. The 
aim is to understand, and even to be able to predict, the development of the activity. To 
study transformations in collective activity systems it is best to enter a system undergoing 
transformations, but researchers can also create interventions themselves together with the 
local  participants.  The development  of activities  has been studied in  a  longer  cycle of 
transformations within the whole activity, often spanning a period of two or three years, but 
also in shorter time frames spanning a few hours (Engeström 1999a, p.34, 1999c, p.384). 

By studying the dynamics on a micro level of situated practice in a specific community, 
activity theory claims that one can understand those at the macro level of a specific society 
as well, since all local activities use historically mediated artefacts and cultural resources 
that  are  common to society  at  large  (Engeström 1999a,  p.8).  Engeström (1999a,  p.36) 
explains that “This approach implies a radical localism. The idea is that the fundamental 
societal relations and contradictions of the given socio-economic formation – and thus the 
potential for qualitative change – are present in each and every local activity of that society. 
And conversely, the mightiest, most impersonal societal structures can be seen as consisting 
of local activities carried out by concrete human beings with the help of mediating artefacts, 
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even if they may take place in high political offices and corporate Boardrooms instead of 
factory floors and street corners”. This claim, together with the case study’s potential for 
predicting  future  tensions  and  developments  in  a  given  activity  system,  extends  its 
relevance and results over and above the specific case. In order to meet Engeström’s claim, 
the abstract-theoretical  understanding of the general  process has to be both simple and 
powerful.  In my research,  the abstraction I  start  from is  a  theoretical  understanding of 
information management as an activity system with the power to explain emergent forms of 
management. My concrete, immediate problem is actual information management practices 
in a specific voluntary youth/peace organisation in Sweden today.

To conclude, I have gathered most of my material through a case study of information 
activities in a part of one organisation, since this best fits the requirements posed by my 
research questions and theoretical approach. In order to reach as rich an understanding as 
possible  of  my specific  case,  I  have  combined observations,  interviews and document 
studies. After a first analysis of the findings, I studied the influence of the socio-historical 
context of youth/peace organisations in more detail  by reformulating some aspects in a 
survey  to  an  exhaustive  sample  of  Board  members  in  similar  voluntary  youth/peace 
organisations. 

5.3. Pilot study
In a first stage, I conducted a pilot study to test and develop my methods of data gathering 
and to develop my assumptions regarding how I could delineate and analyse information 
management activities. The pilot study was undertaken during the autumn of 2003. Both for 
my  pilot  study  and  for  my  longer  case  study  I  looked  for  voluntary  youth/peace 
organisations  that  manifested  the  typical  characteristics  taken  up  in  the  literature;  for 
instance, a large degree of voluntary activity by people under 30 in its management and its 
daily activities, relatively few resources and few or no employees. At the same time, they 
had to be organised to some degree and independent of public institutions or on mother 
organisations.  I  also  looked  for  organisations  that  explicitly  claimed  to  be  youth 
organisations and that worked with or for peace, democracy or sustainable development.

For my pilot study, I contacted an organisation where I had, some years previously, been a 
member. While my acquaintance with the organisation and with some members gave me an 
insight into their history and values faster than otherwise could have been expected, I was 
aware that it could also be a disadvantage both in how I was viewed by the Board members 
I approached and because my previous experience could prejudice me. For the main case 
study, I decided to find an organisation that I had no previous personal knowledge of.

I gathered data through a non-participatory observation of one two-day Board meeting at 
the organisation’s office, two longer interviews with Board members, one of whom was 
responsible  for  information  issues,  an  interview  with  a  former  Chair,  and  shorter 
conversations with eight Board members during the observed meeting. Although I knew 
some Board members personally, I had not previously met the two Board members that I 
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conducted longer interviews with. The minutes of four Board meetings, policy documents 
and guidelines were included in the data material. 

All interviewed and observed Board members were promised confidentiality, i.e., that it 
would be impossible to recognise them in any text based on the empirical material. For that 
reason, I chose not to mention the name of the organisation. 

I found that the combination of observations, interviews and documentation gave me the 
rich insight I required and that a focus on the Board members would grant a rich enough 
material. Some points made by the interviewed Board members led to new questions to 
include in the case study. For instance, the significance of distributed working, with their 
members all over Sweden, to their information activities led me to include this aspect as a 
prerequisite for the choice of my case study.

Some preliminary results from the pilot study were reported at a NORDID&D conference 
in 2004 (Nowé 2004).

5.4. Case study
After the pilot study I conducted a longer qualitative case study in another youth/peace 
organisation, which gave me the main empirical material for my analysis. 

5.4.1. Choice of organisation and confidentiality agreement

Strati (2000, p.135) points out that a difference between survey research and case studies is 
that case studies are chosen for theoretical rather than statistical reasons. In other words, 
they are chosen because the researcher hopes to make interesting and enlightening findings, 
rather  than  representative  results.  Already in  the  choice  to  concentrate  on  youth/peace 
organisations,  I  chose an extreme rather than a representative type of organisation (see 
Chapter 3). For my case study, I wanted to find an organisation that had both the typical 
characteristics of youth/peace organisations as represented in the literature, and that would 
also give me the opportunity to observe as many aspects of information activities, and as 
many tensions within and between the activity systems, as possible. Therefore I looked for 
a youth/peace organisation with a complex structure. With “complexity” I do not mainly 
refer to the size of the organisation in terms of the number of members, size of economy or 
number of staff. Rather, I refer to the structure of the organisation as demonstrated by the 
diversity  of  its  activities  and  subgroups,  the  occurrence  of  many  contacts  with  other 
national  and international  organisations in the same or in different  movements and the 
geographical distribution of the members and the activities over Sweden. 

I used a database over Swedish voluntary organisations created by the Economic Research 
Institute Centre for Management and Organization at the Stockholm School of Economics 
as a starting point for my search and completed it through Internet searches until I had 
found and ranked some ten possible organisations.  I contacted the Chair of the highest 
ranking organisation. After a discussion with the other Board members the Chair granted 
me permission to observe them over a period of one and a half years. I chose this period 
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because the Board members in this organisation were chosen anew each year at an annual 
meeting. In this way, I could follow how Board members handed over their information and 
knowledge to the new Board and follow this new Board through a whole Board cycle until 
they themselves could step down from their commissions. A cooperation contract detailing 
the  activities  I  wished  to  follow  and  the  interviews  I  wanted  the  Board  members  to 
participate in was presented at a Board meeting and duly signed by all Board members. In 
this contract all Board members were promised confidentiality and the possibility to inspect 
and agree to interview transcripts. I also promised not to use the organisation's name in any 
texts without agreement from the Board. 

For this reason, and to protect the integrity of the interviewed members, the organisation is 
referred to as YOUTH FOR PEACE in the study. The Board members have been given 
pseudonyms that work as pointers to the Boards they belonged to; all the members in the 
first Board that I followed during the two months before they stepped down – called the 
First Board in the study – have been given names starting with F, such as Fiona, Filippa, 
and Fabienne. Members of the second Board that I followed for a year (Second Board) are 
given names starting with S, such as Stina and Sara. Three Board members on the first 
Board were chosen again for the second Board and were therefore given names starting 
with B signifying that they belong to Both Boards: Bea, Birgitta and Barbara. There were 
only a few male members in both Boards. To decrease the risk of identifying individuals, all 
Board members received female names. 

5.4.2. Design

I  chose  to  approach  my  case  study  object  using  three  different  methods  to  gather 
information.  In  order  to  observe  information  activities  including  the  development  of 
information strategies and policies at close range, I regularly attended Board meetings and 
was a party to virtual discussions between the Board members. In order to be able to view 
information actions and activities from the perspectives of the participants,  I conducted 
interviews with all but one of the Board members on both Boards. I also had access to all 
organisational  documentation,  which  allowed me to  further  understand the  institutional 
logic and values of the organisation. This combination of material enabled me to paint a 
rich picture of the organisation, its routines, and its information activities on an individual 
(Board member),  collective  and organisational  level  that  I  can relate to  my theoretical 
understanding and to relevant earlier research.

I chose to concentrate on the information activities and attitudes of the Board rather than 
include the whole organisation with local members and staff. This was a way of ensuring 
that I would have interview subjects that were active in the organisation during the period 
of  my study,  and it  also allowed me to  follow their  development  from newcomers  to 
experienced members in the one-year cycle. Moreover, I assumed that strategy and policy 
formation would be most visible at this level. This choice allowed me to go deeper into the 
attitudes and actions of a few, but it also means that I cannot generalise my findings to all 
members of the whole organisation and that I cannot with certainty find nuances between 
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levels in the organisation. Since most Board members had been active local members, they 
did reflect on their behaviour as local members as well, but from a new perspective.

5.4.3. Observation

Strati (2000, p.137-142) distinguishes between structured and participatory observations of 
organisational phenomena. Structured observation follows a preconceived and systematic 
plan that determines which observations will be made, whereas participatory observation 
“does  not  require  structured  rules  of  attention,  but  familiarization  and  socialization  to 
organisational life, which raises the issue of the researcher's immersion in or detachment 
from organizational processes” (Strati 2000, p.137). While the degree of participation in 
organisational life and the time spent can vary widely, its aim, according to Strati, is always 
to understand an organisation through the eyes of its members (p.141). The observation of 
meetings  and virtual  interactions  in  YOUTH FOR PEACE was closest  to  a  structured 
observation, where I had planned beforehand which occurrences and discussions should be 
noted. At the same time, I endeavoured to note as rich a description as possible of ongoing 
discussions and activities even when they exceeded the occurrences I had planned to focus 
on.

I  started my observation of  YOUTH FOR PEACE in January 2004.  In  YOUTH FOR 
PEACE, Board members are chosen for  a  period of one year at  an annual  meeting in 
February or March, which means that I followed the Board that was chosen in the spring of 
2003 until the end of their commissions of trust in the spring of 2004, and then I followed 
the Board that was chosen at the annual meeting in the spring of 2004 until the annual 
meeting of 2005. The members on both Boards lived all over Sweden. While they carried 
out some of their Board tasks individually, such as writing proposals or communicating 
with the environment or with members, the Board meetings were the only fixed times when 
the Board members participated in Board work. Thus the meetings and the asynchronous 
electronic  communications  via  e-mail  and  virtual  discussion  forums  were  the  best 
opportunities to observe Board members' activities. I observed two Board meetings plus an 
annual meeting during the First Board and four Board meetings spread over the year for the 
Second Board. For more details on when and how these observations were conducted, see 
Appendix 1. 

I noted both the flow of the discussion and information activities such as sharing, seeking, 
retrieving,  or  creating  information  that  occurred  during  meetings.  Moreover,  I  noted 
discussion subjects that had some relation to information activities or information policy 
making and gathered  background information  about  the  history,  the  traditions,  and the 
ideology of the organisation as seen by the Board members and suggested by them in 
discussions. When I observed discussions that Board members felt were sensitive, I agreed 
not to take notes or mention them in any reports. 

By this means I hoped to trace changes in attitudes, routines and policies for information 
activities. I was also interested in whether the new constellation of the second Board after 
the  annual  meeting in  March 2004 would cause  any serious  disruptions  or  changes  in 
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direction in their information routines, or practices. On the occasions when the meetings 
took  place  in  the  organisation’s  main  office  I  spent  some  time  going  through  the 
documentation and the structures through which it was stored, noting the changes between 
my first visit in January 2004 and my last visit in January 2005.

Observation of mail and e-forum discussions

I asked the members of both Boards to forward their mail discussions within the Board to 
me as well and to be included in their Board mailing list.  However,  even after several 
reminders several of the members omitted to do this, either because of forgetfulness or 
because  they did not  want to include me in  more or  less  private  conversations.  I  also 
observed all postings at a new “Board forum” for virtual discussions, started when Second 
Board took office. In Appendix 1 the number of messages for each medium and Board are 
presented. 

The messages were analysed in a structured way, where I noted sender, receiver (in the case 
of the e-mails), whether the subject of the message dealt with any information activities or 
policies, and the aim of the message, such as sharing external information, sharing personal 
or internal information, seeking information, etc. 

5.4.4. Interviews

Observations do not in themselves lead to an understanding of the whole of the individual 
member’s context,  since they only reveal actions and activities related explicitly to the 
practice of the Board work, and in this case can only give snapshots of the specific task of 
having meetings or communicating via e-mail. Moreover, they cannot cast much light on 
why the individuals act and decide as they do. 

In order to understand more of the background of the individual members and to understand 
which information attitudes, routines and expectations they brought to the Board practices, I 
have interviewed 12 of 13 members of both Boards individually (see Appendix 1 for more 
exact dates and descriptions of the process). Most interviews lasted between 45 minutes and 
one and a half hours. The members lived in different places all over Sweden and since they 
did not feel that they had time while attending the Board meetings, I usually met them in 
their home cities.

The  consequences  of  practical  considerations  and  time  restraints  on  the  part  of  the 
interviewees were that the period during which the interviews took place was stretched over 
some months. This also meant that for the members of the First Board, the interviews dealt 
with activities that they had already left behind them, whereas the members in the Second 
Board were still engaged in activities. I had originally planned to accomplish another round 
of  interviews  with  the  members  of  Second  Board  some  months  after  their  term,  but 
observations of their meetings and shorter communications during these convinced me that 
they had little  to  add to warrant  a  new time-consuming and relatively costly  round of 
interviews. Instead, I followed up the interviews with an e-mail inquiry on any changes in 
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their activities and attitudes. Only two Board members answered this inquiry, and both felt 
there had been no changes.

The interviews discussed issues such as the personal background of the Board member, her 
understanding of her tasks, roles and responsibilities in the Board and her attitudes towards 
information in YOUTH FOR PEACE and in general. Moreover, a detailed discussion of her 
personal information actions in connection with tasks as Board member was included (for a 
more detailed description, see Appendix 1).

The interviews were semi-structured, by this I mean that I took care that all questions were 
treated  during  all  interviews,  but  at  the  same time the  interviewees  were  allowed and 
encouraged to enlarge with their own anecdotes on the questions that they found interesting. 
Most interviewees were active and analytical  individuals  who imparted a great  deal  of 
information on the different subjects. Researchers in library and information science are 
faced with the problem that most people do not reflect upon their information activities as 
specific activities in their work and lives and may not understand what the researcher is 
asking about. In some cases, I strove to explain or circumscribe theoretical concepts such as 
“information needs” or “creating information” so that my interviewees would understand 
these in terms of their own activities; in other cases, I would ask the subjects to reflect 
themselves on how they would define concepts, for instance “security” in relationship to 
information. All interviews were tape recorded and transcribed in full, and transcripts sent 
to the interviewees for approval.

5.4.5. Documents

In order to learn more about the organisational context, its history, values, and rules, as well 
as  about  whcih information products  were  created,  I  acquired internally  and externally 
targeted  documents  about  the  organisation’s  aims,  history  and  activities  and  regularly 
checked the  organisation’s  website.  I  also  gathered  all  documentation  before  and after 
Board meetings as well as specific policy documents in order to trace information routines 
and both implemented and non-implemented information policies and compared them to 
documented decisions. In all, I gathered and used 49 different documents, of which 25 were 
Board minutes, about ten were documents for and about annual meetings such as strategic 
plans  and  Chair's  reports,  and  some  five  documents  were  newsflashes  from  the 
organisation's  website  (For  a  full  description,  see  Appendix  1).  Although  most  of  the 
documents were created during the time of my observations, a few documents had been 
created before, and a few even after the time of my study. In those cases, I felt that they 
gave  interesting  information  about  the  roots  and  the  development  of  the  activities  I 
observed during my study.

5.4.6. Analysis 

Using the framework of an activity system developed in the theory chapter, I coded the 
transcripts of the interviews and observations in the data analysis software Atlas.ti. In a first 
step, I coded the texts using different information activities (seeking, storing, retrieving, 
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sharing  information,  creating  information  products)  that  could  be  included  in  the 
information management activity as codes. In a second step, I went through the resulting 
collections of quotations and coded them according to aspects in the information activity 
systems: subject, object, tools and resources, division of labour, values, and rules. During 
this process, I found that in the context of youth/peace organisations, the relevant activities 
and aspects were slightly different from the ones I started with. I used the result to construct 
a description of the context and the ongoing information activities in YOUTH FOR PEACE 
(Chapters  6  and  7).  I  analysed  the  organisational  documents  in  part  to  find  further 
occurrences of information activities, in part to shape a richer description of the general 
structure, division of labour, rules, history, and values within YOUTH FOR PEACE. Of 
course, the subsequent descriptions both of YOUTH FOR PEACE as an organisation and 
especially of their information activities are my constructions as a researcher. I have striven 
to base the descriptions on many different statements and occurrences in the material and 
not to ignore statements and occurrences that could contradict my material. 

The identification of implicit values was of necessity more subjective than the description 
of  more  explicit  aspects  such as  subjects  or  rules.  For  a  value  to  be  identified,  many 
different  statements,  discussions  and  occurrences  in  the  material  had  to  refer  either 
explicitly or implicitly to a similar understanding. For instance, I identified a possible value 
which I dubbed “own responsibility” when I came across Bea's and Frances' tales of how 
Bea, who came up with a new information product, was naturally made responsible for the 
whole implementation. In their interviews, both Bea and Frances referred to Bea's own 
responsibility  for  her  proposed  project  as  something  obvious,  and  in  the  minutes  and 
observations from three meetings of First Board, where the project was brought up, it was 
made clear that this was Bea's project and hers alone. When looking at other proposed 
information products such as Sara's idea to produce more documents for external use, or 
Felicia's efforts to encourage local groups to write articles, which they mentioned in their 
interviews, it seemed that this approach, making suggestions without implementing them 
themselves, did not give results. Sissela's more general understanding of how to influence 
activities in YOUTH FOR PEACE fits in with the potential value of “own responsibility”. 
When she joined the organisation she found; 

“people told us what there  was to do  and how you could do it.  But still,  to make  
something happen, you have to do it yourself” (Sissela).

Other proposals and decisions observed at Board meetings confirmed this pattern; that the 
person suggesting a new idea was expected to see it through, as did Stina's observation 
(about securing the paper archives against fire hazards) that it would not happen “if there 
isn't anyone... who feels responsible” (Stina), which there was not. Taken together with 
exhortations  in  the  Boards'  so-called  cooperation  contracts  that  Board  members  were 
expected to update themselves, expressed, for example, in Fiona's positive claim that Board 
members,  in  particular,  should  take  an  individual  responsibility  for  being  prepared  for 
Board meetings, having an overview and being able to manage one's own tasks including 
decision making, I decided there was ground to identify a value called “Own responsibility” 
as an implicitly understood way of acting in several information activities in both Boards. 
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This conclusion was also supported by more generally expressed aims in YOUTH FOR 
PEACE's vision document and strategic documents that encouraged and allowed individual 
(Board)  members  to  devise  and manage  their  own activities,  while  also  making  them 
responsible for seeing them through. 

In  the  same way,  I  identified other  values  based on many and various  occurrences  in 
activities, Board discussions, explicitly stated aims and rules, structures of participation that 
were seen as more or less legitimate, and claims and stories in individual interviews. 

After  having constructed the descriptions of the information activities,  I  went over the 
material again to find disturbances,  tensions and contradictions within and between the 
different information activities, and looked for instances of change and development. These 
are discussed in Chapter 9. The analysis of tensions and change is inspired by the work of 
Engeström (1987, 1999b), Peach (2005) and Turner and Turner (2001). Engeström (1999b) 
states  that  “the  contradictions  do  not  manifest  themselves  directly.  They  manifest 
themselves  through  disturbances,  ruptures  and  small  unremarkable  innovations  in 
practitioners’ everyday work actions” (p.68). Contradictions can be defined as primary and 
secondary,  according  to  Engeström.  Primary  contradictions  never  disappear,  but  are 
manifested  in  different  “secondary  contradictions”,  and  these  manifestations  can  be 
resolved, and exchanged for new secondary contradictions (Engeström 1999b, p.67). 

Turner and Turner take the concept of disturbances as a starting point, which may include 
“bottlenecks,  varying  folktales  as  to  why  a  procedure  is  the  way  it  is,  differences  of 
opinions as to the what, why and when of an activity” (Turner & Turner 2001, p.3), and 
conclude  that  “[c]ontradictions  are  distinguished  from  disturbances  in  that  many 
disturbances  may  map  onto  a  single  contradiction.  Thus,  disturbances  are  the  visible 
manifestations of underlying contradictions. In practice, this means that understanding the 
dynamics of the current work, making visible its nuances and identifying any disturbances 
therein are the necessary precursor to identifying contradictions” (Turner & Turner 2001, 
p.4). Another study that identifies tensions or contradictions starts by presenting a broad 
problem cluster, and then enumerates several tensions related to tools, goals/expectations, 
different  stakeholders’ views on an action,  etc.,  that  are related to  this  problem cluster 
(Peach 2005). Both studies seem to deal with three analytical levels, of which a first level 
consists  of  visible  disturbances,  a  second level  of  the  single  contradictions  underlying 
several of these disturbances, and a third level of a “net” or “cluster” of contradictions. 

With  the  above  discussions  as  a  starting  point,  I  have  analysed  possible  motors  for 
instigating change in the information activity system of YOUTH FOR PEACE in three 
steps. First, all disturbances observed either by myself or by the subjects were identified for 
each information activity (environmental scanning, sharing, seeking, etc.). Secondly, and 
starting  from the  identified  disturbances,  underlying  tensions  were  abstracted  for  each 
information activity. From all the tensions occurring in the individual information activity 
systems, several tensions that were common to all of them were isolated in order to get at 
the deepest level of contradictions, which I chose as my term for “primary contradictions” 
(Engeström 1999b)  or  “problem clusters”  (Peach 2005)  forming an undercurrent  to  all 
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information activity in YOUTH FOR PEACE. It did not always prove straightforward to 
isolate tensions within one or more aspects of the activity systems, as most tensions are 
interconnected.  However,  as  the  most  important  endeavour  in  this  analysis  was  to 
understand basic contradictions that influence the information activities in YOUTH FOR 
PEACE and in organisations with similar socio-historical contexts, this was not essential. 

5.5. Survey
After having analysed the material gained from the case study, I conducted a survey among 
Board members of similar youth/peace organisations in Sweden in order to corroborate my 
initial assumption that a common socio-historical context would result in similar tensions 
and  constraints  in  all  voluntary  youth/peace  organisations.  The  survey  also  served  to 
counteract a weakness in case study research, namely its proclaimed subjectivity and the 
inability to generalise its results to other cases. Even though the survey had a fairly low 
response rate, the response served both to strengthen some of the more interesting results 
from the case study by revealing that similar information practices, attitudes, and tensions 
were common in the other organisations belonging to this specific sub-type, and to provide 
more  background  information  concerning  the  socio-historical,  institutional  context  of 
youth/peace organisations that could be used to answer the third research question about 
how information  practices  and strategies  in  Swedish  youth/peace  organisations  interact 
against the background of their specific socio-historical context. 

5.5.1. The sample

I aimed at an exhaustive sampling of all Board members of youth organisations that focused 
on issues related to peace, democracy or sustainable development and where at least half of 
the Board members were not more than 30 years old when the survey was undertaken. 
Since  the  Board  members  of  YOUTH FOR  PEACE regularly  used  the  services  of  a 
Swedish umbrella organisation for youth organisations, LSU, one assumption was that this 
umbrella organisation might strengthen the institutional identity of youth organisations. I 
therefore chose to limit my search for youth/peace organisations to member organisations in 
LSU.  To  ensure  that  I  would  not  miss  too  many  youth/peace  organisations  by  this 
limitation, I cross-checked the register of LSU with the organisations that had in recent 
years  received  funding  from  the  main  state  agency  that  funds  youth  organisations 
(Ungdomsstyrelsen) and found that they were similar. By using the membership in LSU as 
a criterium,  I  missed the  smaller  and more independent  or  less  structured youth/peace 
organisations in Sweden. However, I assumed that they might not share the socio-historical 
context to a similar degree, and therefore make it more difficult to study the influence of a 
common socio-historical context. 

I found 13 organisations that seemed to fulfil the criteria on LSU’s register of member 
organisations. By checking their websites or sending e-mails to their offices, I was able to 
ascertain that one organisation did not fulfill the age criterion. Two of the organisations did 
not answer repeated e-mails. Since they did not have any active websites and I could not 
find any other contact information I concluded they were probably inactive and took them 
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off my list. One organisation answered that they had recently left LSU and said that they 
did not want to participate in the survey. The other contacted organisations satisfied the 
criteria for the survey and also gave me the e-mail addresses to their Board members. This 
resulted in nine organisations with 77 Board members. This is a relatively small group for a 
survey,  but  it  is  an  exhaustive  sample  of  the  whole  population.  However,  it  has 
consequences for what can be generalised and for which statistical tests can be used upon 
the gathered data. 

Whereas  YOUTH  FOR  PEACE  is  not  included  in  the  survey  population,  the  pilot 
organisation is included as one of the nine organisations. I could not include YOUTH FOR 
PEACE,  since  I  designed  my  questions  based  on  the  findings  and  analysis  from the 
empirical material in their organisation. I deemed it possible, however, to include the pilot 
organisation, partly because the pilot study was much smaller and did not focus on the same 
questions as the ones in the questionnaires, and partly because it had been executed some 
years earlier. None of the Board members, nor the staff, were still active when the survey 
was carried out. 

5.5.2. Construction of the questionnaires

I created two questionnaires, one with more descriptive questions concerning the aims of 
the organisation, its  membership,  its  organisational  structures and its resources,  both in 
general and for information activities. In this questionnaire I also requested information 
about the formal division of labour for information activities such as maintaining websites 
and communicating with the environment. The second questionnaire concerned individual 
Board  members'  information  activities,  their  attitudes  towards  information  and  their 
understanding of their organisation's information aims and general aims and values. This 
questionnaire also included some background questions on age, time in the organisation and 
experience from other organisations. 

The  questions  in  both  questionnaires  were  derived  from  a  primary  analysis  of  the 
information activities in YOUTH FOR PEACE and the tensions and contradictions within 
and between activity systems that would drive development according to activity theory. 
There  were  also  several  questions  designed  to  elicit  more  descriptive  background 
information  about  aspects  of  information  activities  in  the  different  youth/peace 
organisations. For the exact contents of the questionnaires, see Appendix 2.

As the response rate to the full questionnaire was somewhat disappointing (see 5.5.3), I 
constructed a mini-version of the full questionnaire with twelve questions instead of 50 to 
compensate  for  this.  It  was  designed in  order  to  help  me discern  whether  there  were 
differences between the respondents and those that had not responded. Five of its questions 
concerned background variables such as gender, age, and experience in the Board. I chose 
seven content questions among the ones that seemed to promise the most interesting results 
in the full questionnaire responses. At the same time, I took care that the questions could be 
asked outside of the context of the other questions and that seemed to have some internal 
logical flow. I included questions about which aims and information aims the respondents 
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rated as most important in their organisation and whether they had identified shortcomings 
in information activities such as informing new Board members, communication between 
Board members and between Board and members, and organising documents. 

5.5.3. The process

After having confirmed that all nine organisations fit the requirements and having received 
e-mail  addresses  for  all  77  Board members,  I  sent  out  e-mails  to  the  members  at  the 
beginning of December 2006 with a letter explaining who I was and my purpose with the 
survey. the questionnaire was attached to the e-mail together with a password and a link to 
an electronic version of the questionnaire. In the letter, I also explained that their answers 
would be treated confidentially and promised to raffle  a  small  prize among those who 
answered by the 25th of December.

To save the respondents’ time, I filled out as much as I could in the first questionnaire 
myself by using the information on the organisations' websites, then sent the rest of the 
questions  to  the  Chairs.  Since the  Chairs  would  receive  both  the  first  and  the  second 
questionnaire, I hoped to make it less time-consuming for them. But this meant also that I 
had to rely on the website information as an updated and precise source. 

The whole process of gathering answers to both questionnaires took from the beginning of 
December to the middle of April and included three reminders by e-mail, three reminders 
by telephone, the mailing of a much shortened version of the survey and one more reminder 
about this mini-questionnaire. At the end of April, I had received 39 responses to the full 
questionnaire,  eleven  responses  to  the  mini-questionnaire,  and  six  responses  to  the 
questionnaire about the organisations that I had sent to the nine organisations. For a detailed 
description of the process, see Appendix 1. 

The fairly low response rate of 51 percent (39 answers) to the full questionnaire after four 
months and, all in all, six reminders, is a drawback to this data gathering method that the 
eleven  extra  answers  to  the  shorter  questionnaire  cannot  fully  compensate.  The  full 
questionnaire was quite long, with 50 questions, and took at least half an hour to complete. 
This, together with the busy lives and possibly low levels of engagement among some of 
the Board members may account for the low response rate. Again, this weakness brings out 
the advantage of a combination of quantitative methods such as the survey with qualitative 
methods such as observations and interviews in the case study. 

5.5.4. The results

The responses to the background questions on respondents’ age, gender, their time in the 
Board  and  their  functions  in  the  Board  in  the  mini-questionnaire  and  in  the  full 
questionnaire were similar in both groups. The 50 answers were divided fairly evenly over 
the  nine  organisations,  with  between  four  and  eight  answers  from  each.  Since  some 
organisations had as many as 14 Board members while others only had six, this does not 
mean, however, that the proportions of answers to each Board were evenly divided. All but 
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three of the respondents were under 30, the exceptions were 32 and 45 years old. The mean 
age of the respondents was 21 or 22, the youngest respondent was 16. 

31 of the respondents to the full questionnaire, (79 percent) and nine of the respondents to 
the mini-questionnaire (82 percent)  were female.  Interestingly,  this  does not  mirror the 
whole population, where only 66 percent of the Board members were female and 34 percent 
male. It raises questions about the influence of gender, such as whether women are more 
interested in issues of communication and information, or whether they are more likely to 
answer surveys generally. 

Five out of eleven respondents to the mini-questionnaire, or almost half, served their third 
year or more on the Board, which was clearly more than the six persons out of 39, or 15 
percent,  who  had  served  for  so  long  a  period  among  the  respondents  to  the  full 
questionnaire. 

The  response  rate  to  both  questionnaires  for  Chairs,  Vice  Chairs  and  for  other  Board 
members in all organisations is summarized in the table below. It will be noticed that the 
high number of Board members together with the low response rate of organisation “I” has 
contributed to the relatively low overall response rate. Chairs and Vice Chairs were most 
active in answering the questionnaire. Chairs from all the organisations responded to either 
the full questionnaire or the mini questionnaire.

Organisa-
tion

Number of 
Board 
members

Respondent: 
Chair or 
Vice Chair

Respondent: 
other func-
tions

Total number 
of respon-
dents in full q 
+ mini q

Response 
rate for 
both q

A 6 1 4 3 + 1 83%
B 7 2 2 3 + 1 57%
C 8 2 3 5 + 0 63%
D 8 2 6 6 + 2 100%
E 8 1 3 4 + 0 50%
F 8 2 3 4 + 1 63%
G 9 3 3 5 + 1 67%
H 9 2 6 5 + 3 89%
I 14 1 4 3 + 2 36%
All organisa-
tions

77 16 34 50 65%

Table 2: Number of responses in full and miniquestionnaires

Not surprisingly, almost all  of the respondents to the full  questionnaire agree that their 
organisation is a youth organisation (37 individuals,  or 95 percent).  Much fewer would 
agree to a label of "peace organisation": only around half (19 individuals, or 49 percent) 
agreed that this would be an appropriate name, and about a third provided an alternative 
label. In four organisations, all or a majority agree that they are a peace organisation, in four 
others, a majority of the responding Board members disagree, and in one organisation, two 
respondents do not answer the question, one agrees to the label, and one disagrees. It seems 
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that "peace organisation" is not accepted as a broader label for "organisations working with 
issues  of  peace,  democracy  or  sustainable  development"  -  only  respondents  from 
organisations that have clearly put "peace" in their goal descriptions agree to it. Those that 
claim they focus on sustainable development or youth empowerment disagree with the 
label. This can be compared with how young members in alternative organisations have 
defined “politics” as a narrow concept that did not cover their own activities (see Johansson 
2007, Zackariasson 2006, Allt eller Inget 2000). 

5.5.5. Analysis

I coded all results using the statistics software SPSS 13.1. Because of the relatively small 
number of the population and because this was an exhaustive sample, any other measures 
than descriptive frequencies and simple cross tables were not relevant. Also measures of 
significance are irrelevant in such a sample. 

For the questions that were answered by 39 respondents, with a confidence level of 95 
percent, the confidence interval for a response where half of the respondents agree, half 
disagree, is +/- 11,1. In other words, if half of the respondents have given a certain answer, 
there is a statistical certainty of 95 percent that between 38,9 and 61,1 percent of the total 
population agree. If 75 percent of the respondents agree, this gives a confidence interval of 
+/- 9,61. For the seven questions that were also answered in the mini-questionnaire, a 50-50 
response with a confidence level of 95 percent has a confidence interval of +/- 8,26, and a 
response where  75 percent  of  the  respondents  give  the  same answer has a confidence 
interval of +/- 7,15. The consequence is that only those answers where a large majority 
agrees or disagrees with certainty mean that a majority of the whole population would do 
the same. But other response rates could also be useful, if only to show that there is no such 
clear agreement among the whole population, or that there are at least some among the 
population agreeing to a proposition. As these results do not stand for themselves but are 
used to confirm or nuance results from the case study for a wider population, it also means 
that the results with less certainty can still yield interesting information.

I use the results in a background chapter (Chapter 8) to describe the general context and the 
information activities of other peace/youth organisations. In the main, the results were used 
to support  or nuance the analysis of the tensions and contradictions in the information 
activities in YOUTH FOR PEACE in Chapter 9. When tensions were not only found in the 
activities in YOUTH FOR PEACE, but also present in most other organisations of the same 
sub-type, it strengthens the idea that these organisations shared a socio-historical context 
that interacts with these tensions, and that thus the information activities in youth/peace 
organisations shared some basic contradictions influencing their development. While the 
results from the qualitative case study as such could not be generalised over and above the 
case organisation at that specific point in time, the discussion of basic contradictions and 
their influences could be said to be applicable at least for this small, but exhaustive, group.
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5.6. Language
The pilot study, the case study and the survey study were conducted in Swedish and thus all 
resulting  empirical  material  is  in  Swedish  as  well.  For  reasons  of  verisimilitude,  the 
interview guide and the  questionnaires  in  Appendices  1  and 2 are  also in  the  original 
Swedish version. I translated the quotes and the questionnaire questions in the analysis 
myself. I have tried to stay as close to the original style as possible, but inevitably some 
idiomatic nuances have been lost in translation. In the case of ”quotes” from observations, 
this is even more the case, as these were taken from the written observation protocols which 
were not wholly identical with the actual wording in the observed discussions. Since the 
methods  for  analysis  do  not  demand  a  detailed  content  analysis  at  word  level,  this 
procedure was deemed acceptable.

5.7. Summary of all used methods
The different data gathering methods are presented on a time line in the following figure.
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6. Youth For Peace: a background

The information  activity  systems  include  the  context  of  the  activities:  the  community, 
values, rules, division of labour, as well as the available tools and resources that come into 
play during the activities. In this chapter, the more general aspects of the aims, the dominant 
activities, the community, division of labour, resources and infrastructure, explicit rules and 
implicit  values  of  the  organisation  YOUTH FOR PEACE are  presented  to  serve  as  a 
background for  the subsequent  study of  the  actual  information actions  and interactions 
within the information activity systems in the next chapter. I have found information on 
most of the general aspects in organisational documents such as strategy documents, vision 
documents,  Chairman’s  reports  presented  at  annual  meetings,  policy  documents  and 
information about YOUTH FOR PEACE published on its website. Some information has 
been gathered through interviews with Board members or during the observations of Board 
meetings and annual meetings. Sometimes I have omitted precise references or detailed 
descriptions in order to keep the identity of the organisation confidential.

A major  characteristic  of  YOUTH FOR PEACE is  its  ability  to  adapt  rapidly  to  new 
interests and the competences of its members. The YOUTH FOR PEACE that I describe 
here existed during the time of my case study in 2004-2005. Since then its aims, activities, 
participants, structure, resources and tools may have changed considerably4, although its 
underlying values are likely to be more resilient. 

6.1. Community
In this section, some characteristics of the organisation's membership and its identity as a 
voluntary organisation are discussed.

6.1.1. Members

YOUTH FOR PEACE is a Swedish youth organisation that has existed for around a quarter 
of a century. At the time of my study it consisted of around 400 members, of which between 
50 and 100 were described by interviewed Board members as active. This means that they 
regularly or sometimes participated in the organisation’s activities and meetings. With such 
a  small  group  of  active  members,  it  was  easy  to  know most  of  them socially,  which 
strengthened the feeling of belonging to a community. To become a member, one had to pay 
a small annual fee. 

4  I have been following YOUTH FOR PEACE's development  after my study through their weekly newsletters 
and their website and noticed among other things their change to a more interactive website in November 2007 
and their own investigations in and solutions of some of the structural disturbances I will discuss in the next 
chapter. These changes, while interesting, are outside the scope of this current study. 
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YOUTH FOR PEACE catered explicitly for young people. Although they did not have an 
explicit age limit there were few active members over 30. During the first years of their 
existence  the  organisation’s  Board  consisted  mostly  of  older  members,  but  this  had 
developed  into  a  Board  consisting  exclusively  of  young  people.  This  development  is 
consistent with the overall tendency among Swedish youth organisations (see Chapter 3) 
and puts YOUTH FOR PEACE at the final, or penultimate, stage in Hart's classification of 
youth participation in organisations (see Hur gör vi? 2004). When my study was undertaken 
a typical member was described by interviewed members as between 16 and 26 years old, 
female, Swedish, and a student of the social sciences. This is fairly consistent with the 
typical membership of peace organisations, which are said to have a relatively small and 
homogeneous group of  members  with a high socio-economic background (Vogel  et  al. 
2003, p.294-5). However, in the same study most members were said to be middle-aged or 
elder,  and  the  youth  of  YOUTH FOR  PEACE's  members  is  thus  untypical  of  peace 
organisations. 

YOUTH FOR PEACE repeatedly tried to broaden and increase its membership. In Board 
meeting  discussions  the  need  to  recruit  more  members  was  often  touched  upon,  and 
discussions involved ways of attracting new target groups, such as younger (not, however, 
older)  audiences,  male  members  and  members  with  other  socio-cultural  backgrounds. 
Among regular ways to attract new members were presentations in high school classes and 
advertisements  about  their  activities  at  universities.  Many  participants  first  met  the 
organisation at one of its activities, others found their way in through active friends or 
relatives.

6.1.2. Institutional identity

There  is  no  simple  way  of  ascertaining  the  institutional  identity  of  any  real-life 
organisation. YOUTH FOR PEACE was both a peace and a youth organisation and stressed 
both identities at different times. They sent their members on courses organised by LSU, a 
network of Swedish youth organisations, and cooperated with other youth organisations in 
their activities and in seeking funding and running projects. They were also active in one or 
more  networks  of  peace  organisations  in  Sweden.  They  had  a  policy  stating  that 
cooperation, which could be initiated at any level but preferably by grassroots members, 
could only be allowed with “like-minded organisations”. This was one of only a few written 
policies, and as such must be seen as important. 

Several of the Board members at the time of my study came into contact with YOUTH FOR 
PEACE through contacts in other youth organisations or other peace organisations, and 
several of them had been, or were still, active or passive members in one or more youth 
organisations or peace organisations. Fiona and Sonia expressed their belief that most of 
their local members were also engaged simultaneously in other organisations. Several of 
YOUTH FOR PEACE's  active  members  had  also  migrated  to  other  youth  and  peace 
organisations,  which  strengthened  the  contacts  between  these  organisations.  The  fuzzy 
boundaries between and multiple memberships in different organisations have also been 
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noted  in  other  research  studies,  for  example,  Olsen  (2005)  on  youth  participation  in 
alternative political organisations.

6.2. Aims, activities, and goals
According to its website, YOUTH FOR PEACE focused on the furthering of democracy 
and  peaceful  conflict  resolution.  To  reach  this  objective  it  was  involved  in  different 
projects, for instance, participation in organised international meetings in cooperation with 
peace  organisations  in  other  countries,  creating  awareness  of  specific  national  or 
international conflicts, and workshops by and for members as well as for non-members on 
topics such as democracy or conflict management. All workshops were held by volunteer 
members  who  themselves  typically  had  participated  in  two,  three  or  more  internal 
workshops on the subjects and on the didactics of training. Internal courses were also held 
by volunteer members, usually slightly more senior in the organisation. The didactics for 
these workshops were based on what was called “informal learning” and stressed active 
participation and ”learning by doing” (from Chair's reports 2004 and 2005). 

Central logistic, monetary and material resources were more available for the workshops 
than for the projects. The projects were developed and led by local members, who also 
applied  for  all  funding  themselves  from external  sources.  During  the  time  I  followed 
YOUTH  FOR  PEACE,  there  were  five  ongoing  projects.  Three  of  these  were  in 
cooperation with one or more other organisations within Sweden or in other countries. At a 
Board meeting, Second Board agreed that

“Projects are the coolest part of YOUTH FOR PEACE” (observation Second Board 
meeting, April 2004).

The popularity of grassroots-driven projects was connected to another organisational aim 
that was stressed both formally in statutes and strategic plans, and by most Board members 
in their interviews. This was the aim to facilitate the engagement of members, to empower 
young people and make them see they could make a difference. It was an important aim not 
only from an ideological point of view, but also in order to attract and keep new members. 
Several Board members had chosen to engage themselves in YOUTH FOR PEACE because 
they experienced that it was easy for them to become active members, as opposed to larger 
peace organisations where they could not find an active role for themselves. The relative 
ease of becoming active in alternative organisations is also given as a reason why they 
attract more young people in other research (Olsson 2005, p.31) (see also Chapter 3). A 
third aim that several Board members expressed both in the interviews and in observed 
meetings was to make YOUTH FOR PEACE more “visible” in its environment and to 
attract more members. 

The activities and the aims of YOUTH FOR PEACE as a whole did not fully coincide with 
the activities and aims of its Board. As several Board members pointed out, the Board had 
to deal with more administrative duties that could feel removed from the practice and aims 
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of the local groups. Many of their activities were, as it were, “behind the scenes” and quite 
incomprehensible to most local members. As Sara put it: 

“as a Board member ... you lose your perspective sometimes on what  [YOUTH FOR 
PEACE] is working for. You sit so much with administrative issues like finances and... As  
a member you were more, “I want to do this, and it's for this thing. It has this purpose”.  
In the Board you don't really feel like you’re working with building bridges between  
people ... it doesn't feel so tangible, that you work for peace when you're in the Board” 
(Sara).

Birgitta realised during her time in the Board that its tasks mostly consisted of coordination 
and that this was time-consuming even if it was not visible for the local members. This is 
also consistent with research claiming that the Board has a different and almost invisible 
supporting function in campaigning organisations (see Chapter 3, Handy 1988, p.14-15)

When Board members talked about the rewards of Board engagement, individual learning 
and development was often mentioned by the newcomers. Indeed, while working efficiently 
and setting goals were important aims for the work of the Board, according to Bea, the 
actual outcomes did not seem to be as important as the influence of clear goals on Board 
members’ own  development.  Another  individual  goal  many  Board  members  gave  for 
joining  the  Board  or  staying  on  was  to  influence  the  organisation,  although  Sissela 
mentioned that the most influential thing she felt she had done in YOUTH FOR PEACE 
was to start a project as a local member:

“But the most ... I feel that I have influenced [the organisation], was when we decided to 
organise  this  project,  that  was  entirely  our  initiative  [Sissela  and  two  other  local 
members]. And by doing that ... we influenced what the organisation is doing in a fairly 
big way” (Sissela). 

6.3. Structure or division of labour
In this section, the formal division of labour as it  is  outlined in policy documents and 
statutes is  described.  The formal  division of tasks,  responsibility and power within the 
organisation and within the Board does not necessarily comply with the actual division of 
labour in practice – this can only be studied through observing the actual practice. 

6.3.1. The organisation

The organisational structure of YOUTH FOR PEACE had changed considerably over its 
history of a quarter of a century. From an organisational structure that was focused on the 
office in Stockholm, with a mostly Stockholm-based membership, the membership and the 
activities of YOUTH FOR PEACE had gradually spread over the whole of Sweden. During 
the case study most activities emanated from six locally based groups in cities over the 
whole of Sweden which either worked with projects,  organised workshops, or just met 
socially. The degree of activity in these groups could change rapidly between periods of 
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intense activity and periods of little engagement. Members did not have to be part of these 
local groups, which were a relatively new phenomenon. Whereas most of the activities were 
both  started  and maintained by local  groups,  it  was  the  task of  the  national  Board  to 
coordinate  and  support  them.  According  to  the  statutes,  the  national  Board  was  also 
expected to implement strategy in accordance with the decisions of the annual meeting, 
create visions for the future of the organisation, look after general finances and keep in 
touch with its environment.

The Board members stressed repeatedly that activities were and ought to be instigated from 
“below”, i.e. from the grassroot members, rather than from the Board. As Sissela saw it, 
YOUTH FOR PEACE was all about

“ teaching young people how to do things themselves” (Sissela). 

They saw it as one of the organisation’s major strengths that anyone could start a project, 
and that the role of the Board and the staff was limited to providing logistic support. The 
Chair of the Second Board explained what she saw as the Board's function as follows:

“there  should  be  this  safety  net  around  [local  members] –  or,  not  safety  net,  but 
everything they need should be fixed for them. ... they should work a lot [on their own 
projects]... But at the same time, there should always be resources and people around 
them” (Bea).

As a consequence, the Board did not decide on which organisations to cooperate with in its 
activities, but would usually forward offers of cooperation to their members. When the 
Board did decide on some activity, they usually either needed the approval of the annual 
meeting or the actual cooperation of local members to implement it. On the other hand, the 
local members could and did give the national Board tasks to fulfil at the annual meetings. 
The annual meeting was the highest decision-making body in YOUTH FOR PEACE where 
all members present held one vote each. 

6.3.2. The Board

The members of the national  Board were elected each year at  the annual  meeting.  An 
election committee, that was likewise elected anew each year, prepared a proposal for a 
Chair, Vice Chair, and ordinary Board members, but new candidacies could be proposed up 
until the start of the actual voting. The only formal criterion for eligibility to the Board was 
a  membership  in  YOUTH FOR PEACE.  Board  members  and  the  election  committee 
pointed out the advantages of ensuring some continuity by having some Board members 
stay on for more than one year, but this did not always succeed. It was also suggested that 
members from different parts of the country should be included to prevent the isolation of 
the Board from the rest of the members as well as the inclusion of at least one male Board 
member  in  this  female-dominated  organisation.  On  several  occasions,  a  male  Board 
member was, in fact, chosen instead of a young woman for just this reason, according to 
interviewed Board members:
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“The election committee had a proposal where I wasn't included ... they had the choice  
between me and a guy. And because he was a guy they put him in the proposal, because 
... they needed more guys in the Board” (Frances). 

Thus, becoming a national Board member did not necessarily require proven organisational 
experience or talent. As in many voluntary organisations (see for instance Chapman 1988, 
p.214), enthusiasm and an expressed willingness to spend time on Board work were more 
important  qualifications  than  proven  management  skills.  With  regard  to  young  Board 
members, the youth umbrella organisation LSU and the peace umbrella organisation Forum 
Syd point out that long experience cannot be expected (Hur gör vi? 2004). Many Board 
members had experience of managing or participation in local projects in YOUTH FOR 
PEACE, which in time led to an interest in the national level of engagement. Others jumped 
straight to the national Board level with little or no previous local engagement. Both Filippa 
and  Fiona  had  considerable  previous  experience  working  in  other  voluntary  youth 
organisations, Stina on the other hand had no such experience either and was “totally fresh” 
(Stina). Other Board members started out as employees and continued their engagement as 
volunteers after their period of employment. 

Within  the  Board,  there  were  no  formal  roles  other  than  the  Chairperson  and  Vice 
Chairperson. The tasks and roles of the Board were divided among the Board members at a 
first meeting known as a kick-off meeting. At this meeting, the responsibilities and tasks for 
each Board member were negotiated, and the number of Board meetings and the ways in 
which they would communicate with each other between meetings were documented in a 
so-called “cooperation contract”. Although several Board members pointed out that the new 
Board  had  a  free  hand  in  choosing  areas  to  concentrate  on  and  how to  divide  their 
responsibilities, in First Board and Second Board as in earlier years, they chose to divide 
the work in “focus areas” and give each Board member one or more of these focus areas as 
their responsibility. Bea claimed that for Second Board,

“all of us together decided that, we looked at what was there and what people wanted  
[to work with], which [areas] we could put together, what we would do, and who would  
do what” (Bea). 

Each focus area had one person in the Board responsible for it  and one or two Board 
members were chosen as “sounding boards”. First Board chose to divide the Board’s total 
responsibility into the following areas: “staff, finances, external information, media, local 
groups, internal information, courses, projects, website, annual report, members, Board” 
(minutes Board meeting March 2003).  Second Board chose similar  labels  for its  focus 
areas,  namely: “staff,  finances,  external information, local groups, internal information, 
courses, website, members,  Board, volunteers, trainers” (minutes Board meeting March 
2004),  but  as  the  contents  of  the  areas  were  developed  each  year  by  the  responsible 
members, with the help of some general discussions at Board meetings, the contents and the 
aims of the focus areas were not always the same as in First Board. 
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 The exact tasks of the Chairperson and Vice Chair were not structured beforehand either. 
Although it was seen as logical that some of the heavier tasks, like financial responsibility 
and the responsibility for the staff as well as for some sort of external representation would 
fall  on  the  Chairperson  and  Vice  Chairperson,  changes  could  be  made  even  there  if 
Chairpersons or other Board members so wished. During the years of my observation the 
Board did not choose a standing secretary. Both this task and the task of chairing Board 
meetings rotated instead among all Board members. Apart from Board tasks, the majority of 
the Board members were also active in local projects, which they saw as separate from their 
Board responsibilities. 

6.3.3. The staff

Two persons were employed by YOUTH FOR PEACE: one part-time (general) secretary 
and one part-time secretary with a special responsibility for the workshops. They had a 
short job description which included some general tasks and they were allotted additional 
tasks by the Board. The tasks of one of the staff included central administration, such as 
collecting membership fees and maintaining a database of members, as well as forwarding 
information that came to the office and sending out a regular newsletter to members. The 
employee responsible for workshops marketed the workshops externally and communicated 
with the volunteers organising the workshops. 

The staff members also participated to some degree as volunteers in the basic activities of 
the organisation and there was considerable overlap between voluntary work and employed 
work. Moreover, the Chairpersons in First Board and Second Board were remunerated for 
their work on a part-time basis. As is the case in many voluntary organisations (Lindberg 
1999, Myers 2001, p.459) there was no clear dividing line between paid work and voluntary 
work, which created a tension that was discussed on several occasions in the Boards. For 
instance, at one observed meeting in Second Board, members discussed why one of the 
employees did not carry out the tasks she was paid for and concluded that it was because 
she was too engaged in voluntary activities herself. 

6.4. Rules 
As  stated  in  Chapter  4,  under  this  heading  I  will  describe  only  formal,  explicitly 
documented rules and policies that guide the activities of members or Board members of 
YOUTH FOR PEACE. 

In the years immediately previous to the case study there had been a drive for more rules 
and documentation that had resulted in fairly new statutes and a vision document that was 
being rewritten during First Board. Among the organisational documents in which rules 
could be found in YOUTH FOR PEACE were the statutes and strategic plans. Every year, 
the  Boards  of  YOUTH  FOR  PEACE  rewrote  a  three-year  strategic  plan  for  their 
organisation. This had been required by one of their major funding agencies. According to 
YOUTH FOR PEACE’s interpretation this meant that the strategic plan each year stated 
aims intended to be fulfilled within the next three-year period. The deadline for these aims 
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was thus moved forward one year with each rewriting, so that the aims never had to be 
measured  against  the  outcomes5.  This  also  meant  that  for  any  year,  there  were  three 
strategic plans in effect simultaneously. Moreover, there were three or four written policies 
on different issues that had come about when the issues had been raised by some members. 
These policies were meant to last several years.

The other rules or policies, among which information or communication policies could be 
counted, as well as the Boards' cooperation contracts, were in force only during the Board 
year that decided on them. Even the decisions made by annual meetings on what the Board 
should work on were only in effect for that Board year. The minutes of Board meetings 
recorded decisions made by the Board that in theory could have had lasting effects for more 
than a year and that could be meant to be implemented by all members. But most of the 
Board's decisions were short-term and few decisions seemed to survive from one Board to 
another unless they were documented in the strategic plans or transformed into routines. 

On the one hand, formalising routines into written policies was seen as am important move 
ensuring that all members could have equal opportunities regardless of whether they had 
informal contacts with the Board or not. On the other hand, it was generally recognized that 
there ought not to be more rules than necessary, as the following quote from a Chair’s 
report some years before the period of study makes clear: 

“At the previous annual meeting clearer structures for the activities of  [YOUTH FOR 
PEACE]  were asked for. This has been one of the prioritised areas during this Board  
year. At the same time,  [members in YOUTH FOR PEACE] are as a rule allergic to 
everything to do with structures and rules. The balancing act between creating frames  
for how things can function and be better supported and frames constraining members in 
their engagement has been difficult” (Chair’s report 2002). 

The observed meetings, and the minutes of Board meetings, showed an acceptance of the 
fact that not all decisions would be implemented either by local members or by the Board 
members themselves.

6.5. Values 
As stated in Chapter 4, values in an organisation comprise the implicit understanding of 
what is allowed, what is encouraged, and what one simply doesn't do in any institutional 
environment.  The values in YOUTH FOR PEACE, by their implicit  nature, have to be 
extrapolated from the rules, the structure, the different aims and their emphases, but also 
from the assumptions embedded in documents, statements in interviews, and actions. The 

5  A text published some years after my study by  some of YOUTH FOR PEACE’s active members touched on the 
risks of this activity: “Youth for Peace has chosen to have overlapping three-year strategic plans, this means that  
three documents are valid at the same time, which makes it difficult to know when aims should be fulfilled and  
which aims actually count when there are differences between the strategic plans. Because the fulfilment of the 
newest plan always lie some years ahead there is never a definitive time limit for commitments either. There are  
also several aims that are vague in their formulations and badly coordinated. Moreover, our visions, descriptions of  
what YOUTH FOR PEACE works for and measurable aims are all mixed up” (report internal revision 2005).
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individual members also had to extrapolate organisational values from the rules, the actions 
and interactions of other members, etc. This results in ambiguous values that are understood 
differently by different members and at different times. The implicit  values as they are 
understood by  individual  members  may even contradict  the  formal  rules,  aims,  or  the 
division of labour in the organisation. 

In this dissertation the focus is on information activities – thus, the values that I have been 
able to extract come from information actions and attitudes and the logic that seems to have 
guided them. I  do not claim to have found “the”  values of the organisation,  nor am I 
interested in more general statements as to which value is the most important. The values I 
have found while observing activities and from interviews form part of my analysis of the 
actual actions and interactions. In general they confirmed the values of Swedish youth and 
peace organisations found in earlier research (see Chapter 3).

Values include,  for instance,  the importance of “democracy schooling” that  has been a 
characteristic of Swedish youth organisations from the start, or the importance of internal 
democratic structures and easy participation at all levels that has been a characteristic of 
popular movement organisations. In the strategic plans, one aim is that:

“internal democracy shall be strengthened” and  “[YOUTH FOR PEACE] shall work 
actively  to  increase  the  members'  participation and  influence  in  the  organisation” 
(strategic plans Second Board). 

Discussions  at  observed  Board  meetings  about  how to  provide  equal  chances  for  all 
members to, for instance, be employed by the organisation or participate in courses can also 
be seen as an expression of values of internal democracy and democratic schooling. 

Strengthened legitimacy through focus on internal  democracy, a broad membership and 
democratic schooling may lead to more funding from state agencies. On the other hand, 
demands from funding agencies to complete short-term projects according to the funding 
agencies’ priorities may push them to move away from the values of popular movements 
and towards adopting a “professional” and project-driven attitude. There are some signs that 
this may be the case in YOUTH FOR PEACE which is predominantly externally funded 
and where funding is to a large degree ear-marked for short-term projects. In this case, it 
might be expected that “professionalisation” may appear as a value in the form of (short-
term) goal efficiency. 

Sometimes  one  value  might  be  called  into  play  to  motivate  or  constrain  an  action, 
sometimes another might be emphasized, according to an individual understanding of the 
organisation and its logic of appropriateness as well as the context of the action. 

6.6. Resources and constraints
The use  of  tools  for  information actions  depends among other  things  on the  available 
financial,  human,  and technical  resources,  on time and space,  and each of these factor 
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brings with them their own possibilities and constraints. In this section, I describe general 
resources within YOUTH FOR PEACE. Which resources are actually used for individual 
actions and operations will be studied in the next chapter.

Previous studies on smaller voluntary organisations such as YOUTH FOR PEACE show 
that  lack  of  resources  in  staff  or  financing  places  great  importance  on  voluntary 
participation. It is vital to sustain the volunteers’ commitment to the organisation, but even 
with  high  commitment,  the  members’ time  and  attention  is  limited.  Limited  financial 
resources also lead to less investment in infrastructure such as offices or technology.

6.6.1. Financial resources

YOUTH FOR PEACE had two main sources of funding: membership fees and gifts, and 
funding agencies. The membership fees formed a small portion of their budget – there were 
only around 400 paying members at the time of my study, and the membership fee was 
deliberately held down to lower the threshold to new members. Thus the main source of 
income was funding agencies,  most  of  which were connected to the government.  This 
situation  is  usual  among  Swedish  youth  organisations  (see  Stödet  till  barn-  och 
ungdomsföreningar 1987).

Centrally YOUTH FOR PEACE applied for a certain sum from several funding agencies 
each year to maintain an office, a part-time staff and administrative costs, as well as some 
core activities. The Boards were responsible for these central applications for funding. This 
entailed a risk that inexperienced Boards would miss applications and deadlines, which had 
indeed happened from time to time. 

For  specific  projects,  that  were  locally  initiated  and  run,  the  local  groups  applied  for 
funding from external funding agencies with YOUTH FOR PEACE’s name as a guarantee. 
A problem with the  decentralisation of applications was the  risk that  different  funding 
applications could compete with each other or with the central applications and therefore, 
the Board required that each local application would be checked first at a Board meeting. 

There was little or no extra budget for any but the core activities, centrally or locally, unless 
it was specifically applied for. However, there was some room for moving central resources 
between activities, and within these frames the Boards could set their own budgets and 
divide smaller sums among local groups. When discussing how to divide the resources 
among  members'  projects,  a  value  of  “fairness”  was  often  invoked,  for  instance  in  a 
discussion of which local groups to support with an office:

“X was given an office because they were active and asked for it.
Bea: No, because I was active [in the local group and] in the Board!
...
Barbara: But we can't afford an office for all [local groups], it's unfair to the others”
(observation First Board meeting January 2004).
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As in all voluntary organisations of this type, the Board held the final responsibility for the 
finances of the whole organisation even though in YOUTH FOR PEACE the core task of 
setting budgets and keeping an eye on them was to a large extent outsourced to external 
accountants who had been formerly active in YOUTH FOR PEACE. 

6.6.2. Human resources

Apart from one or two part-time employees, all human resources were volunteers. Of four 
hundred paying members, around one hundred might be called active members and around 
thirty to fifty attended the annual meetings. There was a large variation between members 
who were active from time to time and members who were active more regularly. Having 
volunteers as the main resource brings with it special demands for motivating them, as the 
literature on such organisations shows, and influenced the aims and ambitions of YOUTH 
FOR PEACE as well as the division of labour. 

Motivation

Just what YOUTH FOR PEACE could do to motivate volunteers was discussed regularly 
by the Board members, from sending thank-you postcards (observation First Board meeting 
February 2004) to including them in all decisions:

“because if I feel included in a decision I will tend to stick to it more” (Fiona). 

No-one in YOUTH FOR PEACE could force someone else to do something. If local groups 
were indifferent to suggestions or decisions made by the Board they would simply not be 
implemented. Instead, the Boards tried to make members feel a part of the organisation’s 
aims and decisions, not only, or even mainly, by involving them in activities that were 
offered, but by encouraging both local members and Board members to come up with their 
own  activities.  Board  members  were  given  the  choice  of  their  focus  areas.  On  an 
organisational level, projects and the contents of individual workshops were designed and 
run by local  members,  rather  than being decided on “top-down”.  Indeed,  the literature 
shows that the possibility of real participation in strategy making and in activities at all 
levels is crucial for maintaining engagement (see Chapter 2 and 3).

Competence

YOUTH FOR PEACE welcomed all young people as members that agreed to their statutes 
as the only requirement; in this they behaved like a typical campaigning organisation at the 
same time as they fulfilled one of the requirements for government funding (see Chapter 3). 
Since all members were welcome to engage in what they pleased, this had as a consequence 
that  not all  members had the experience or the competence required for specific tasks. 
Overall, motivation and visions were valued higher than competence or experience. Most of 
the members in the First Board and Second Board did not have any experience of Board 
work, and for several of them their own goal in becoming a Board member was to learn and 
gain such experience. There may thus be a lack of competence in core responsibilities, and 
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indeed, during the time of my study, there were no Board members competent in budget 
work in either First or Second Board, and they had to outsource these tasks with mixed 
results. 

Fluctuating involvement

An important constraint is the available time and the fluctuating interest of each volunteer, 
of which both Boards were well aware. Active members often varied their degree of activity 
over time and were active on and off in periods. Board members prioritised activities within 
the Board, between Board work and other activities in YOUTH FOR PEACE, between 
engagement in YOUTH FOR PEACE and other organisations and between engagement in 
voluntary work and other activities in their lives. Three out of seven members in Second 
Board did not participate actively in the Board work during the first months of their term, 
since they were too heavily engaged in other projects in YOUTH FOR PEACE. 

The  acceptance  of  fluctuating  involvement  applied  both  to  ordinary  members  and  to 
commissions of trust,  even though Board members and the election committee tried to 
impress  on prospective  Board members  how much work and time they would commit 
themselves to:

“we told the election committee very decisively that they really have to tell people that it  
is a lot of work ... Just because we found, we were nine members in the Board, and on 
many meetings there were only six or seven of us. ... And that ... it was an uneven [work 
load]” (Birgitta). 

At least one Board member in each Board stopped being active in between meetings or 
coming to meetings regularly, and one or more were away for longer periods on travels. In 
First Board’s cooperation contract, a total of four paragraphs stated in different wordings 
that

“It is OK not to manage to do the tasks you have been given, as long as you let people 
know in time. We do not accuse each other” (Cooperation contract First Board). 

In Second Board’s cooperation contract, there were two such paragraphs. An example of 
this flexibility was given by Fabienne:

“I didn’t need to do so much. ... when I chose to be on the Board for one more year I felt 
that I wasn’t yet finished with Board work, even though I planned to be away for half a 
year I wanted to continue. But when I came home I felt that I was quite finished with  
Board work, and then ... it was easy to just withdraw…”(Fabienne).

In both First and Second Board, Board members started enthusiastically and with a will to 
work but it  took them some months to find their roles and to develop their plans,  and 
towards the end of the Board year enthusiasm and energy decreased. 
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This  fluctuating  level  of  involvement  could  cause  problems  when  planning  the 
organisation’s  activities  or  trying  to  ensure  continuity.  Bea and Frances  mentioned the 
occurrence of such problems on a previous Board where only four of nine elected Board 
members were still active by the end of the year, which of course gave rise to an increased 
and uneven work load for the rest of the Board, as well as creating gaps in continuity 
towards the next Board. As quoted above, Birgitta felt that the work load on First Board had 
been uneven, which she believed

“nobody felt good about ... because, ... if you had done a lot yourself and someone else 
hadn't done anything, then you felt that it was unevenly shared ... and if you had done  
little yourself, ... you felt guilty” (Birgitta). 

In the strategic plans this issue was addressed and it was suggested that there should be a 
mixture of short-term activities for members that are only active a shorter time, and longer-
term projects to ensure continuity. In accordance, the Second Board's strategic plan stated 
clearly that such flexibility was to be encouraged: 

“we want  to  show that it  is  possible to  become  engaged on  a  longer  term in  the 
organisation as well as to become engaged in different ways. It must be possible either to 
dive deep or to surf on the surface in [YOUTH FOR PEACE] and at the same time be a  
part of the same sea” (strategic plan Second Board).

Another way to alleviate the problems of discontinuity in YOUTH FOR PEACE was by 
employing staff for core activities or by paying a fee to their Chair so that this person would 
have more time to spend on the organisation. These solutions also had their problems – it 
proved  too  expensive  to  employ  another  person,  for  instance.  Mostly  however,  the 
ideological issue of how paid resources could be separated from voluntary resources was 
debated.  Why should  one  person be  paid  for  the  same kind  of  work  that  another  did 
voluntarily? As Birgitta put it, 

“there  is  a  difficulty  for  [YOUTH FOR  PEACE]  and  surely  for  most  voluntary  
organisations, that one needs employees to make everything work, and at the same time 
it becomes difficult to balance with those who work as volunteers” (Birgitta).

Distributed environment

YOUTH  FOR  PEACE  had  quite  recently  become  a  locally  distributed  national 
organisation. During my study there were only a few cities with active groups of members 
and some members lived quite isolated in different parts of Sweden. Several of the Board 
members during First and Second Boards’ terms lived a long way from other members. 

Since people lived and worked in widespread locations, and since the organisation only had 
one fully operational office and limited financial resources, the use of private resources 
such as privately owned computers, mobiles, Internet connections, or using friends to stay 
with  for  face-to-face  meetings  were  commonly  taken  for  granted.  Travelling  to 
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organisational activities was sometimes paid for privately rather than by the organisation. 
Fiona maintained that: 

“I think people feel that they get so much out of it, it gives you something personally, so 
that, maybe you think it’s worth it. I think so anyway, that you can’t count it in pounds 
and pennies,  because it  really is  worth much more that  you can’t  count in money” 
(Fiona).

Other Board members felt that the only legitimate cost for volunteers ought to be their time: 

“It shouldn't cost anything to work as a volunteer, it should be for free, but it does cost  
something” (Stina). 

Time

All Board members spent one week-end each month at Board meetings, and between five 
and ten hours a week preparing for the meetings, working on their focus areas, and in most 
cases, working on other projects in YOUTH FOR PEACE. The Chairs of both First and 
Second Board worked more hours, around 20 hours each week. For all Board members the 
work load varied over time. Most of the Board members' time was spent at meetings and 
travelling  to  meetings.  Apart  from that,  communicating through e-mail,  via  the  virtual 
discussion  forum or  on  the  telephone  took most  of  their  time.  One can thus  say  that 
information and communication issues were important in terms of the resources spent on 
them.

Other than the personal time of each volunteer and the paid-for time of the employees, time 
as a resource for Board work could be regarded as the time frame of one year that each 
Board had to learn about their functions and responsibilities and to accomplish their tasks. 
Several of the interviewed members on First Board mentioned that it took several months to 
start identifying themselves with the Board work, and Barbara said that

“to become familiar with the Board work itself ... took quite a long time, in a way I feel  
that it took a year, almost” (Barbara). 

Fabienne believed that more structures and more explicit  routines and documents could 
help the Boards to get the hang of things faster enabling them to actually start working with 
the organisation’s activities sooner. Others felt rather that a certain period of muddling and 
making mistakes was to be expected for all new members and that one should

“let it take a month or two ..., it doesn't have to happen like this [makes a chopping 
motion], “chop!” ” (Birgitta). 

The transformation of newcomers to old-timers seemed to make the greatest difference to 
the members from First Board that carried over to Second Board. Both Birgitta and Barbara 
mentioned that they felt more efficient. As Barbara said, 
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“I think in another way now, maybe” (Barbara).

6.6.3. Infrastructure and technical resources

A basic infrastructure was needed, clearly, to facilitate meeting each other face-to-face in 
Board  meetings,  local  meetings  and  annual  meetings,  but  also  for  individual  working 
spaces. Again, the distributed environment and the lack of financial resources rendered a 
mix between organisational and private spaces acceptable. Most members, including Board 
members, worked from their homes and met at each other’s homes, at public places such as 
cafés or schools, or at one of YOUTH FOR PEACE’s two offices.

At the time of the study YOUTH FOR PEACE rented one three-room office in the capital 
where the employees worked and shared some office space with other organisations in 
another town, which was used as a meeting place for local members. The office in the 
capital  boasted in  the way of technological  resources;  an old server,  two computers,  a 
stationary telephone line, a broadband connection and a copy and fax machine as well as a 
paper archive. 

Both offices were paid for out of national organisational funds. However, the second office 
was used infrequently, ostensibly because of its limited and malfunctioning ICT equipment. 
A first solution decided on by the Board was to improve the technological equipment in the 
hope that local members would be tempted to use it more. When it became clear that it was 
the lack of activity in the local group rather than the lack of equipment that explained under 
use, the space was given up (observations Board meetings January 2004, August 2004).

For  their  monthly  face-to-face  meetings,  First  and  Second  Board  both  chose  different 
locations during the year, although there were more meetings at the office in the capital than 
in other places. If they did not meet in their office, they could meet in the home of one of 
the Board members or rent spaces in cities where there were active local members. In this 
aspect, private and organisational boundaries were also fuzzy. One aspect of deciding where 
to meet was the experienced necessity of bonding with local members, another was the time 
and money required to allow all Board members to travel to the meeting place, and yet 
another  the  ICT facilities.  Even  consideration  of  cooking  and  sleeping  facilities  were 
included in  discussions.  The Board members  held as tight  a  travel  budget  as  possible, 
cooking their own meals, sleeping on the floor in the office or staying with local members, 
friends or relatives. 

6.7. Conclusion
To understand the information activities within YOUTH FOR PEACE, it is important to 
place them within their socio-historical context. In this case, the organisational context of 
YOUTH FOR PEACE,  with its  membership,  its  identity  as  both a youth and a  peace 
organisation in Sweden today, its structure, aims, activities and resources as well as the 
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values  and  rules  it  developed  over  time  forms  the  context  in  which  the  information 
activities of its Board members must be understood. 

This  chapter  has  provided an overview of  these  more  general  aspects  on  the  basis  of 
organisational documents, interviews and observations. It is important to keep in mind that 
this is a snapshot description of one period in the life of YOUTH FOR PEACE. Since its 
activities and its strategies are determined to a high degree by its members, and since the 
members do not stay in this youth organisation for a long time, its activities, rules, and 
structures regularly undergo changes.

The following chapter presents the bulk of the empirical findings on how the information 
activity systems of encountering, seeking, storing and organising, retrieving, sharing and 
creating information interact within this context.
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7. Actions and Interactions

This chapter describes how Board members in YOUTH FOR PEACE actually managed the 
information they needed for their tasks and which aspects of various information activity 
systems were realised in their organisation. In order to distinguish information activities 
from the whole flow of human activity, I have followed information management research 
that views information management as a cycle of interconnected information activities. I 
have distinguished between the activities of environmental scanning – the passive seeking 
and  subsequent  spreading  of  external  information  -  seeking  information,  storing  and 
retrieving information, creating documents, disseminating information to the environment 
and finally sharing information within the organisation. Together they make up the cycle of 
information management in the organisation. 

All these activities are to some extent influenced by (and influence) the motivations and 
goals of the subjects for the individual information actions, the community, its values and 
rules as they are interpreted by the acting subject(s),  as well as the available tools and 
resources. In order to arrive at a description of salient practices in these different aspects of 
the  information  activities,  in  a  first  phase,  the  information  activities  were  analytically 
separated and studied as separate systems. This resulted in descriptions of each information 
activity system, a visual summary of which can be found in Appendix 3. 

A first part of this chapter describes the different information activities that were identified 
in greater detail.  After this,  the most salient  findings about the different  aspects in the 
information activity systems are summarised, starting with the core aspects of subjects, 
object,  tools  and resources,  and going on to discuss aims and goals  and the mediating 
functions of the division of labour, rules, and the underlying values that were relevant to the 
different activities within YOUTH FOR PEACE at the time of my case study. In many 
cases, the practices in several or all information activities point to similar characteristics in 
the aspects, although they have been operationalised in different ways. In other cases, an 
aspect may have been realised in a specific way in one information activity only.

While  some  aspects,  such  as  the  explicit  rules  guiding  the  activities,  or  the  subjects 
participating  in  them,  were  relatively  easy  to  identify  by  looking  at  organisational 
documentation and observed actions, others have demanded some more active analysis of 
the material. The identification of an implicit value, for instance, was arrived at when many 
separate instances in, among others,  observed discussions,  explanations and defenses of 
actions  by  individual  Board  members  in  interviews  and  explanations  in  organisational 
documentation all  seemed to draw on a similar understanding on what were legitimate 
grounds for action in YOUTH FOR PEACE. One or two single instances did not qualify to 
identify an organisational value. While not all instances in all activities can be mentioned in 
the following descriptions of the aspects, they will be exemplified by several enlightening 
examples from different activities. 
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7.1. Information activities
As a  rule,  information  activities  do not  have  an end in  and of  themselves.  Rather,  in 
organisations,  they support  other  activities  such as making sense,  making decisions,  or 
acting in other ways (see among others Wilson 1981, p.9). Some information activities, 
moreover,  often  have  as  a  goal  to  support  other  information  activities  in  turn.  The 
information activities identified in YOUTH FOR PEACE can be roughly divided into two 
groups: a first group focusing on activities that usually precede the use of information by 
gathering, storing and retrieving it, and a second group dealing more directly with the actual 
use  of  the  information,  as  when creating  documents,  disseminating  information  to  the 
environment and sharing information within the organisation. 

Of course the distinctions between these information activities are largely academic: one 
does not usually create information if one doesn’t have the intention of sharing it  with 
someone, for instance, or store information without any intention of someone retrieving it. 
Some actions can be placed in two or more activities: there are no one hundred percent 
clear  dividing lines  between,  for  instance,  creating  documents  and sharing  information 
when it comes to updating documents on the website. Spreading external information in the 
organisation,  sharing  internal  information  and  disseminating  information  to  the 
environment  are  to  a  large  extent  made  up  of  the  same  actions.  In  an  organisational 
environment, however, the tools, division of labour, and intentions in the activity systems of 
these activities are different enough to warrant the division. The following gives a short 
definition and description of  the  differences  between these  information activities  in  an 
organisation, starting with the activity of environmental scanning.

7.1.1.  Environmental  scanning:  passive  acquisition  and  spreading  of  external 
information

One of the functions of a manager according to Mintzberg (1998b, p.26-7, 30-1) and Choo 
(1998, p.51-2) is to keep contact with the external environment, “enacting” (see Weick 
1995, p.30-38) an environment in which they network with individuals and organisations 
that can give information to help the manager make sense of the environment’s possibilities 
and challenges. The manager then spreads some of this information to other members in the 
organisation, so that they, too, can make sense of their external environment. While this is 
traditionally a manager’s responsibility, all members of an organisation to a higher or lesser 
degree come in contact with the external environment, and receive information as well as 
impart an image of the organisation. 

The task of coordinating all information from external parts into a whole that can be used 
for making sense of the environment  is  an important  and complex part  of information 
management that is referred to as “environmental scanning” by Choo (1998). According to 
Choo (1998, p.82), environmental scanning involves the actions of -actively or passively- 
acquiring external information and spreading external information within the organisation 
so that it can be interpreted and used for planning the organisation's best course of action. I 
have chosen to treat the more passive acquirement of external information and spreading it 
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in the organisation together in one section, while the active seeking of external information 
as well as of internal information was analysed in its own section as a separate information 
activity. As Choo (1998, p.74) points out, while there has been much research in library and 
information science about active information seeking, research on the process of simply 
being exposed to information that might be of interest for the organisation and spreading 
this information has been more common in the study of environmental scanning. 
 
In contrast to actively seeking information in the environment, passively acquiring it on an 
individual level might be said not to be a “real” action at all, since it does not involve a 
clear  act  of  will.  Still,  passively  acquiring  information  is  included  as  an  information 
activity,  partly  because  accidentally  found  external  information  has  been  shown to  be 
important  in  environmental  scanning  (Choo  1998,  p.72-4),  and  partly  because  finding 
information does include active aspects on individual, collective and organisational levels. 
The individual  subjects  have  to  make  active  choices  on whether  to  take  advantage  of 
opportunities for finding information such as joining meetings, reading mail, or perusing 
notices in their surroundings. 

On  a  collective,  and  even  more  on  an  organisational  level,  opportunities  to  passively 
acquire  information  in  the  environment  are  sanctioned  or  made  more  difficult  by  the 
division of labour and resources and the priorities that are made about what aspects in the 
environment  are  important  to  keep  an  eye  on.  Also,  the  rules  and  values  that  cause 
individual members to decide which information, from which sources, is relevant, and the 
tools  and  resources  that  the  organisation  makes  available  to  enable  contacts  with  the 
environment have an impact on the outcome of the activity. Environmental scanning at an 
organisational  level  consists  of  all  individual  acquiring  and  spreading  actions  taken 
together.  Choo (2006) puts it  as follows: “The core process of scanning is information 
management – casting a wide information net by involving as many participants as possible 
to act as sensors and systematically winnowing and aggregating gathered information into a 
usable knowledge base” (Choo 2006, p.77).

7.1.2. Seeking information

As opposed to passively acquiring, when actively seeking information the subject has a 
conscious goal of obtaining certain information that she or he feels in need of, either for a 
broader sensemaking about the organisation or the Board work and its specific areas of 
responsibility, or for completing specific tasks. Information can be sought in documents or 
from  human  sources,  external  to  the  organisation  or  within  it.  Within  library  and 
information science, information seeking especially of individuals is well studied. A basic 
definition of information seeking adopted by several  researchers is  that  “the individual 
experiences an information need, goes out to seek information, finds it and thus solves the 
need”, although most researchers also point out that this process is neither as linear nor as 
unproblematic as it sounds (Godbold 2006).
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7.1.3. Storing and retrieving information

Here both individual, collective and organisational storing and retrieval of organisational 
documents are included. The storage and retrieval of information is another of the main 
objects of study of Library and information science (see for instance Järvelin & Vakkari 
1993, p.130). Storing, with or without further organisation of the material, is not the same 
activity as retrieving the stored material and does not necessarily have the same subjects, 
but  it  is  difficult  to talk about one without mentioning the other.  A basic definition of 
information retrieval is “the process of selecting information from a store”, which can be 
either physical or electronic (Vickery & Vickery 1987, p.116). Information retrieval is seen 
as nested in  a  broader  activity of  information seeking by among others  Wilson (1999, 
p.258) and Ingwersen (2005, p.215). In the analysis of storing and retrieving information in 
the Boards of YOUTH FOR PEACE, the stores for the organisational documents can be 
Board members’ personal archives or organisational archives. 

7.1.4. Creating information products

Scanning  the  environment,  seeking  and  encountering  information  within  or  outside  of 
YOUTH FOR PEACE, and organising, storing and retrieving the information often support 
other information activities that are about the use of the information, such as creating new 
information and sharing information with other people. There is a fine line between these 
two activities, as all information that is shared first has to be created by the person sharing it 
and, moreover, is recreated by the person receiving it. In order to infuse a semblance of 
order into the flow of all human activity, I have chosen to define the activity of creating 
information as the specific activity of creating or re-creating documents, as this activity has 
aims, tools and actions that are clearly different from the ones for sharing information. I 
limit this activity to the creation of documents. Thus, I have not included the “creation” of 
spoken  information,  nor  the  admittedly  grey  zone  of  writing  e-mails,  as  creating 
information actions. These are included in “information sharing”. Instead I concentrate on 
the  creation  of  documents  that  are  meant  to  have  some  longer  existence  than  their 
communication in real-time, also called “information products”.

The creation of information products has been the subject of its own area of research. Like 
Orna (2005, p.12), I define information products as “products, print on paper or electronic, 
through which information is presented for use”. These can be for internal or for external 
audiences. While agreeing that there is a fine line between more informational products and 
advertising products,  Orna excludes pure marketing products  from her definition (Orna 
2005,  p.14),  as  do  I.  In  political  organisations,  where  documentation  of  talk  such  as 
decisions, visions and discussions form the most tangible products (see Brunsson 2006), 
their creation can be expected to be an important activity.

7.1.5. Disseminating information to the environment

Sharing information with other people is one of the most basic human activities and one 
which all humans participate in continuously. In organisations, sharing information with 
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people within the organisation often has different aims, goals, tools and a different division 
of  labour  from  sharing  information  with  people  in  the  organisation's  environment. 
Therefore, I have chosen to separate this in two different activity systems, starting with the 
dissemination  of  information  about  YOUTH  FOR  PEACE  to  people  outside  of  the 
organisation. 

Disseminating information about the organisation to the environment is the other side of the 
coin of environmental scanning. According to Mintzberg (1998b, p.29-31), the manager 
acts as a figurehead and projects an image of the organisation to its environment. But all 
members of an organisation have contacts outside the organisation to whom they project 
their own images of the organisation.

Sometimes disseminating information for the environment is accomplished by the same 
operations  used  when  seeking  external  information.  When  participating  actively  in  a 
meeting, the representative will share information about her organisation at the same time 
as  encountering  information  about  other  organisations,  and  when  marketing  the 
organisation’s sers, the representative will at the same time learn something about the needs 
of its  prospective clients.  But information can also be disseminated through putting up 
information on the organisation’s website, handing out information leaflets, etc. 

7.1.6. Sharing information within the organisation

Sharing information within YOUTH FOR PEACE was one of the major activities driving 
the  whole  organisation.  That  is  not  surprising.  Within  management  studies  and 
organisational studies the enormous impact, for good or bad, of internal communication is 
commonly  recognised.  It  could  even  be  argued  that  without  internal  communication, 
organisations as such could not exist. One of the simplest definitions of an organisation is a 
group of people deliberately got together to work for a common goal (See Etzioni 1964, 
quoted in Hall 1999, p.28). This would be impossible if the people could not in some way 
communicate with each other. Guiding and coordinating internal communication flows is 
also  one  of  the  main  roles  of  any  management  (see  Mintzberg  1998b,  p.26-28),  and 
Brunsson  (2006)  reminds  us  that  the  major  activity  for  the  leadership  of  political 
organisations is talking (see Chapter 4). It is therefore natural that this activity was the 
richest and most often engaged in of all information activities in this study. 

Information sharing is interacting. Both sharing information as sender and encountering, 
and reacting to,  the information that  is  being shared as receiver are intertwined in the 
activity.  I  have studied both the actions of Board members when they mostly acted as 
“senders” and the sometimes different tools, goals and divisions of labour that came into 
play  when  their  role  was  foremost  that  of  “receiver”.  In  reality,  these  two  roles  are 
inseparable.

As mentioned in the introduction to this chapter, the descriptions of the subjects, objects, 
tools, and other aspects of the information activity systems in the Boards of YOUTH FOR 
PEACE build  on  an  analysis  of  the  various  activities  on  an  individual,  collective  and 

91



organisational level. They are presented according to the different aspects rather than by 
information  activity  in  order  to  avoid  repetition  and  to  draw  attention  to  the  most 
characteristic  aspects  that  different  activities  have  in  common.  Not  all  activities  are 
mentioned explicitly for all aspects; rather, the practices for each aspect are exemplified 
with the more vivid examples from one or more activities. In Appendix 3, the individual 
information activity systems and all their aspects are presented in the form of figures.

7.2. Subjects
In  all  the  studied  information  activities,  the  focus  is  on  Board  members  as  the  major 
subjects. But in many cases, the organisational division of labour leads to the inclusion of 
local members or of staff in the activities as well. While this is discussed in the section of 
the division of labour, I have not specifically studied either local members or staff and can 
therefore not discuss whether and how their characteristics as subjects have influenced the 
outcome of the actions. In the case of the individual Board members, it became clear that 
for many actions, their experiences in other parts of their lives as well as their personal 
preferences could in part explain the individual variation in how they approached their 
information tasks. But also organisational constraints as well as how they perceived their 
own roles and responsibilities played a role in how they acted.

In  all  information  activities,  whether  seeking  information,  storing  documents,  creating 
organisational documentation, or sharing information with internal members or with the 
environment, there was a large variation between the individual Board members both as to 
how often they engaged in such actions and how structured they went about them. As the 
section on division of labour will show, this was not primarily due to any formal division of 
tasks among the Board collective. Routines, preferences and networks that Board members 
had acquired in  other  parts  of  their  lives could in part  explain the differences  in  their 
practices. An example of how this could happen was when Fiona explained that she had 
followed a university course in communication and media that had influenced what she felt 
were the most important aims and methods for sharing information within YOUTH FOR 
PEACE.

For instance, when seeking information, whatever the task, some members felt it was self-
evident to actively seek information in a structured and exhaustive way whereas others 
relied  mostly  on  their  own  experience.  Here  the  existence  of  earlier  acquaintances 
influenced where and how much the individual subject  would seek information.  Those 
Board  members  with  an  extensive  informal  network  of  friends  and  acquaintances, 
especially within YOUTH FOR PEACE, were apt to make use of this network, whereas 
members with fewer informal contacts either would rely more strongly on documents and 
on the more formal sources of the staff and the Chair or would simply seek less information 
for their tasks. Birgitta and Fabienne both had large networks in the organisation through 
years of active involvement at the local level. Thus, Birigitta used her network of “mentors” 
whenever she needed some information either about general issues or for specific tasks, and 
Fabienne sought information for her focus areas from “the knowledge that exists between 
members, of members” (Fabienne). Stina and other new Board members that did not have a 
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large social network in YOUTH FOR PEACE used the older members, especially the Chair 
and Vice Chair, as their first information source instead, and both Stina and Fiona spent the 
first months of their term studying the organisational documents available at the office. 
However, Stina and Fiona differed in how much information they found it was necessary to 
seek.  Fiona,  a  new Board  member  without  a  social  network  in  the  organisation,  was 
motivated to make new acquaintances in order to learn more about YOUTH FOR PEACE, 
whereas Stina after the first month of activity simply did not seek as much information as 
she expressed a need of. 

As has been shown in other studies of personal information management such as Khoo et 
al. (2007), also when storing documents for individual retrieval, the personal preferences of 
the members influenced the way they organised their material. There was a wide variation 
between Board members archiving documents in an extremely structured way to those who 
rather used the “piling” variant of managing their information. Some indiscriminately saved 
almost all documents that they received or created over the year, others weeded thoroughly 
already when receiving the information and saved as little as possible. Some members had 
an aversion to paper, others to electronic documents. Most of the members described a 
moment of “Spring cleaning” in their storing activities, when they would throw out all or 
almost all documents, either during the Board year, or after it. For some, this was the only 
weeding or structuring action they effected. In other words,  in both Boards there were 
“filers”, “pilers” and “spring cleaners”. Fiona, who filed everything on her computer and 
spring cleaned all her paper documents, explained that this was the way she acted also when 
organising material for her studies:

”Each time I feel I want to ... reinstall my operating system ... I save everything I have ...  
in a folder ... in the new operating system I install ... And I might do that once a year for  
instance. And I do the same with ... things that I have done in school. When I take a  
course, for instance, ... I save all notes in a notebook. And then I throw everything away  
after the course is over ... I have done exactly the same with YOUTH FOR PEACE” 
(Fiona).

Circumstances connected with the subjects' phase of life and their individual resources also 
influenced their storing, retrieving, and information sharing practices within YOUTH FOR 
PEACE. Frances, Bea, Fabienne, Barbara, and Stina all moved house once or several times 
during the Board year and ended up with papers and computer files scattered over Sweden. 
Board members who did not have their own computers, printers, or Internet connections, as 
was the case for several subjects, had to go to other places such as YOUTH FOR PEACE’s 
office, libraries or universities to either print out their documents as paper copies, which 
some  preferred,  or  to  store  their  personal  files  on  diskettes,  or  on  several  different 
computers they had access to. This also limited their possibilities to share information with 
each other, as Stina, who for part of the year lived at a boarding school, experienced. She 
explained that at the boarding school, she would “do most things at the room where I live” 
and that, since it  was “a long way to the computer room” and there was no stationary 
telephone she could use without incurring individual costs, her information sharing within 
YOUTH FOR PEACE had decreased significantly.  That young people are apt to move 
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house and because of that have to find new places to access stationary technology has also 
been noted by Thulin (2004, p.64-79)6. 

Also when creating documents, earlier experiences played a role in the individual subjects' 
practices. In YOUTH FOR PEACE, all Board members to varying extents created some 
kinds of documents. Many had been students for most of their lives and they brought their 
experiences from school work or from academic writing to this new task. On the other 
hand, not all members had earlier experience with the genre of organisational documents 
that they were writing. This could make the task more difficult, as Sonia complained during 
one of the observed meetings when she asked for help to “get rid of the academic language 
– I can't write so people will understand!” (observation Second Board meeting January 
2005). 

Responsibilities and roles and how they were understood by the individual subjects were 
another influencing factor that could help understand the variation in individual information 
practices. This can be most clearly explained in the change in Bea's approach to storing and 
retrieving documentation. A “piler” by inclination, during First Board, Bea “stored” most of 
her documents in one large pile on the floor of her bedroom awaiting occasional spring 
cleaning. However, as she became Chair of Second Board, she felt she had to change her 
storing  practices  to  fulfill  her  new  responsibility.  She  lived  up  to  the  challenge  by 
organising all  documentation in a  structured concertina file  case during Second Board, 
which she took along to all meetings and activities.

For individual Board members, the choice of what information to share, with whom, and 
how, was prompted by individual goals that could collide with the organisational aims, as 
well  as  by  how they  understood  their  own roles  as  Board  members,  gatekeepers  and 
coordinators. Again, there were individual variations in how often and in which ways they 
shared information. While it was difficult for most to put a number on their interactions 
with each other in between meetings, it was clear that Chairs and Vice Chairs more often 
shared information than the other Board members. 

Also becoming an old-timer in the Board changed one's perspective. The three old-timers in 
Second Board all mentioned changes in their information seeking behaviour between First 
Board and Second Board. Barbara had become more efficient in her information seeking, 
calling more often, sending more e-mails and posting more messages. Birgitta reversed her 
role from First Board, where she sought information from the old-timers, to answering the 
inquiries  from  the  newcomers  in  Second  Board.  As  new Chair,  Bea  became  the  one 
receiving most questions both from Board members, other members and external parts. The 
role of the Chair and to some extent the Vice Chair involved behaving “like an expert” 
which seemed to imply a more  extensive,  but  also more  scattered information seeking 
behaviour. 

6 More and more members bought their own laptops during First Board and Second Board and in the few years that 
have gone since then laptops have become even more usual so it is probable that this specific aspect has all but 
disappeared by now… Today, there are also other tools for storing information such as USB drives and external 
hard drives, which were less usual at the time of study.
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It  was  not  always  possible  for  the  individual  subjects  to  engage  in  their  information 
practices in the way they had learnt to prefer in other circumstances due to organisational 
constraints.  For instance, most Board members would have preferred to work together, 
either face-to-face or over e-mail or telephones, when creating documents more than they 
found was possible because of a lack of time and money. Frances compared her information 
storing for YOUTH FOR PEACE with her experience of working as an employee with her 
own office and concluded that the latter was much more efficient. 

"And there I had my own office and my own work space and all information in one place  
and all folders in one place…. And that felt unbelievably good. And not like here, when I  
have gone into someone else's system and, like, made my own system in someone else's 
system” (Frances).

7.3. Objects
Broadly, the object of all information activities is ”information” in some form, and this was 
defined  in  Chapter  1  as  anything  that  is  recognised  as  informative  by  participants  in 
information  activities  and  that  has  been  created,  compiled,  distributed,  organised,  or 
otherwise value-added by humans. This could be either oral or written or, for instance, 
visual, and it could be external or internal information. 

In the activity of environmental scanning, the – external - information that Board members 
in YOUTH FOR PEACE met with consisted of information, invitations and questions from 
other peace and youth organisations both in Sweden and internationally, from individuals, 
from public  agencies,  etc.  Information  and invitations  to  partake in  courses,  activities, 
projects, or joint applications, or to sign proclamations and protestations could be sent or 
forwarded by organisations, individuals or networks that YOUTH FOR PEACE already had 
formal contacts with,  or information could be found in richer forms when members in 
YOUTH FOR PEACE participated in meetings, courses and other activities together with 
members from similar organisations. Especially the Chairs experienced that they received a 
large number of e-mails and paper documents themselves and forwarded by the office.

The environment enacted by First and Second Board consisted of three different  target 
groups: prospective members and participants in activities formed one important group, 
another  were  relevant  funding  agencies,  and  yet  another  were  other  peace  and  youth 
organisations  that  they  could  cooperate  with.  Different  kinds  of  information  were 
disseminated  in  written  or  spoken  form  to  each  of  these  groups.  Thus  objects  of 
disseminating information to the environment could be answers to external inquiries, reports 
on activities and projects, or material that was designed especially to market YOUTH FOR 
PEACE and its services both nationally and locally. Second Board focused on ordering or 
creating marketing products to distribute to a general public, such as pins with YOUTH 
FOR PEACE’s logo. 
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Also the objects of  information sharing within the organisation  could be either oral or 
documented,  and  be  shared  face-to-face  at  more  or  less  formal  meetings,  over  the 
telephone, through e-mail,  on the website,  etc.  This included information on individual 
Board  members’  opinions,  Board  decisions,  local  groups'  activities,  internal  policy 
documents,  proposals and other organisational  documents that  Board members received 
from other Board members, from the staff, or that they found (without actively seeking) in 
the office, or when browsing the organisational archives. 

 The objects of Board members’ individual information seeking actions could be internal or 
external information about YOUTH FOR PEACE, information about the work of a Board 
and how to behave like a Board member (the logic of appropriateness for the new role), or 
information that could help them accomplish a task within their focus areas, often feedback 
about  proposals  and tasks  they  were  working  on.  The object  of  collective  information 
seeking  was  often  information  about  what  members  needed  from  the  Board.  On  an 
organisational level, the object of information seeking was often information that could help 
the  members  decide  on  ideological  issues  that  were  experienced  as  complex,  such  as 
strategies for internal diversity or for external campaigning. This can be seen as information 
about the logic of appropriateness for all members of YOUTH FOR PEACE. 

Thus, the objects included all types of information that could be the object of information 
seeking according to Byström (2005). Domain information such as information about the 
work of a Board in general and information that helped give an overview of YOUTH FOR 
PEACE was necessary especially for new Board members to learn about their role. Birgitta 
for instance defined the information needs for Board work as a need to know “what one 
should do, what was needed”. Task information and task-solving information was needed to 
help the Board members think strategically about their areas of responsibility as well as to 
enable them to accomplish more operational tasks. Task information could for instance be 
addresses, recipes that could be used when cooking for a group of volunteers, or facts that 
could substantiate a proposal. For instance, to organise an annual meeting, Bea explained 
that she needed information about “how many you think will come... and find a meeting 
place”, as well as information about “how much food one needs for 50 people... and where 
to buy it” (Bea). In one proposal to purchase marketing material, Stina explained that 

“I  (Stina) have  searched  the  Internet  and  found  the  following companies...  I  have 
understood that [X] is one of the cheapest companies... I have heard this from students  
who have ordered [marketing material]” (proposal Board meeting Second Board, April 
2004).

Stina also looked up prices and presented them in the proposal. 

While the objects of all activities mentioned above could either be oral or written, when 
storing,  retrieving,  or  creating  information,  the  objects  were  defined  as  some  type  of 
documents. For storing and retrieving information, this could be documentation of Board, 
annual  or  local  meetings,  documentation  of  activities  within  the  organisation,  policy 
documents, work in progress that was related to YOUTH FOR PEACE, etc. These could be 
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written documents on paper or in electronic form, pictures, video tapes, or more interactive 
websites.

Also the information objects that were created by Board members ranged from proposals 
and data for decision making for Board meetings, minutes, to more or less strategic policy 
documents, working documents or documents about YOUTH FOR PEACE meant for target 
groups  outside  of  the  organisation.  These  documents  could  be  new,  or  rewritings  of 
previous versions. In strategic plans by First and Second Board, other ways to document 
activities were suggested, such as creating video recordings or taking pictures. At the local 
level, two of the projects during First Board and Second Board did make films to document 
their activities, which were shown to an external public (Chair's report 2004, 2005), but for 
the Board work, Board members kept to written documents. 

There is an interactive relationship between the objects and the other aspects of an activity 
system. How the subjects in information activities shaped the objects of their activities 
varied according to their own goals with the actions, and the broader aims of the activities, 
as well as the available time, money and other resources they were willing to spend on the 
activity and the guidelines, routines, rules and values they saw as appropriate as well as 
earlier experiences and own motivation. For instance, if the goal was to find information to 
accomplish a certain task, documents would be more often used than if the goal with the 
activity was to support decisions about ideological issues, when Board members would 
more often find human sources and informal conversations. The objects on the other hand 
also influenced the  other  aspects:  for  example,  the  different  kinds  of  documents  to  be 
created influenced which aims their creation would have, as well as who would create them, 
how often, and in which way. 

7.4. Tools and resources
Tangible  tools  in  information activities  were  defined in  Chapter  3  as  artefacts  used in 
information actions, which could include ICT tools but also, for instance, meetings face-to-
face  or  over  the  telephone,  and  human  or  documentary  sources  leading  to  sought 
information. While some tools were used mostly or exclusively for one information activity, 
such as the paper archives for storing and retrieving information, many tools were used in 
many or all information activities. Which tools to use depended to a large extent on the 
available  resources:  individual  and  organisational  financial  resources,  time,  and  the 
available competence in the Board group. 

The tools for information activities can be categorized in many ways, for instance according 
to  their  richness,  the  resources  they  demand,  the  number  of  people  that  are  involved, 
whether they originated inside or outside of the organisation, and how recent their use in the 
information activities is. The following description of the tools and resources is broadly 
ranked according to their  richness,  which refers  to Daft  and Lengel's  (1984) theory of 
information richness. Tools are richer when there are more opportunities for fast feedback 
and when the information is shared through multiple cues such as visual, audio, and body 
language (see also Chapter 2). 
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7.4.1. Face-to-face meetings (organised)

Face-to-face interactions are the richest way of acquiring or sharing information according 
to Daft and Lengel, but also the most resource-demanding in terms of time and financial 
resources.  This  first  category of tools  includes planned group meetings such as annual 
meetings,  Board  meetings,  meetings  with  groups  of  members,  but  also  face-to-face 
interactions  with  individuals  and  participation  in  internal  or  external  conferences, 
workshops or courses within or outside of YOUTH FOR PEACE. In general, face-to-face 
meetings  were  a  popular  tool  for  most  information  activities,  although they  could  not 
always be used due to resource constraints.

Board meetings

Board meetings in YOUTH FOR PEACE took place once a month during First Board and 
Second Board and usually lasted from Friday night to Sunday afternoon. Such meetings 
held at least four important functions: they served as the main tool to impart external and 
internal information to Board members, they were the major arena for discussions among 
the Board members that led to joint decisions, and they were used to plan and distribute 
new tasks  to  work  on  until  the  next  Board  meeting.  Sometimes  these  tasks  could  be 
accomplished jointly at the Board meetings themselves. Moreover, Board meetings were 
seen as an essential tool to help motivate the Board members. 

The Board meetings were the major medium for sharing information with other Board 
members, and the one most members preferred. Although the cooperation contracts for First 
Board and Second Board intimated that these meetings were primarily meant for making 
decisions,  a large portion of the meetings was formally devoted to information sharing 
about the Board members' and local members' activities. 

The importance of including all, new and old, Board members in all discussions leading up 
to joint decisions was stressed by many. Quite sophisticated methods were used to get at all 
members’ opinions such as passing an object around to all members, who then gave their 
opinion, “brainstorming”, where all were expected to shout out suggestions that were then 
written on a whiteboard, and discussions either in small groups or in the whole group. A 
somewhat special item for information sharing were the so-called “rounds” that began and 
ended every meeting and where every Board member shared a little of their feelings about 
YOUTH FOR PEACE and their life at that moment. When not all members were present 
and they had not, as was stipulated, sent in their opinions over e-mail or through another 
Board member, efforts were made to seek their opinions anyway, by calling them during or 
before the meeting. 

Documents, which supposedly ought to be distributed - and read- in good time before the 
meetings,  were  in  practice  often distributed  or  read  for  the  first  time at  the  meetings. 
Birgitta  believed that  the  practice  unintentionally  led  to  less-prepared  Board members. 
Several  others  admitted  that  they  themselves  prepared  rather  badly  for  meetings,  not 
reading through all  documents carefully,  or said that  other Board members came badly 
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prepared. As the year dragged on, the members, generally speaking, became more tired, 
worked less in between meetings and also prepared less before meetings. At one meeting, 
Bea explained that she had not sent out some documents on beforehand on purpose:

”I could have  [e-mailed them], but I want you to read them attentively, so therefore I  
hand them out now instead” (observation Second Board meeting August 2004). 

Fabienne told of an earlier Board that experimented with moving reports on activities from 
the meetings to e-mail to focus more on decision making during the meetings, but where 
some members had felt that this took away an important possibility of talking to each other 
about their tasks. Since the Boards ran out of time at many meetings, it was not unusual, 
however,  that  some reports  were  moved to  less  rich  tools  such  as  e-mail  or  a  virtual 
discussion forum anyway, or to the next meeting. 

Apart  from a  forum for  information sharing  and decision  making,  meetings  were  also 
appreciated as providing extra motivation for more tedious tasks between meetings and 
creating a sense of a common identity. Stina expressed this best: 

“Meetings are important to me because I want to meet others in person… and in this  
way exchange feelings… [and] create a lot of thoughts and ideas. If you talk over the 
phone or on the Board forum then it is about the issue in itself, but if you meet each 
other like this then you can talk a little more and you can digress and there is more 
discussion.… And I think that a general feeling, when everyone has come back from a  
Board meeting, is “yes, this is so much fun” and then you come home and work really 
hard on Monday. And then you lose the urge…”(Stina). 

A fourth function of Board meetings in information activities that could be indulged in only 
rarely,  was  to  work together;  for  instance,  when creating strategic  documents.  Frances 
explained that:

“it became much better when we could sit together and think of ideas, because then we 
became creative... [but] it takes so much time... it becomes a luxury, like” (Frances). 

The members in First Board and Second Board all enjoyed lengthy sessions of creating 
policy  documents  together  during  their  last  meetings.  One  member  in  First  Board 
commented that they had now “made the texts their own”, a member in Second Board that 
she felt they were “learning together” ( observations Board meetings January 2004, January 
2005). Birgitta pointed out a legitimacy reason for this time-consuming way of working:

“It is important as well that many are behind [the text] and that there are many different 
thoughts involved, so that it is not only one person's work” (Birgitta). 

Although  almost  all  Board  members  preferred  face-to-face  meetings  for  seeking 
information  from,  sharing  information with,  or  creating documents  together  with  other 
members, in between monthly Board meetings face-to-face contacts were rare, both because 
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of a lack of time and (mostly) because of a lack of resources. Since the Board members 
lived distributed with quite long distances between each other, travelling to meetings took 
considerable  time and money.  If  they lived closer  to  each other,  they might  meet  and 
discuss more often, as Sara and Sissela did, but they might also lack the time to meet each 
other, as in the case of Sonia and Bea. Given the actual resources, all Board members were 
satisfied with the number of meetings and the possibilities of communication in between 
meetings.

A special meeting: kick-off and handover

When planning how to hand over their experience and knowledge to the new Boards, both 
First Board and Second Board decided to have a face-to-face meeting between Boards as 
the most important ingredient in the handover process. When coming new into the Board, 
members  in  First  Board  and  Second  Board  received  information  both  in  the  form of 
documents and in oral form, at a joint meeting with members from the previous Board and 
the new Board. At a first kick-off meeting in both Boards, the Chair and the Vice Chair of 
the new Board gave an overview of the organisation and the Board’s functions. 

There were some problems with the joint meeting between Boards however. When asked 
some months later,  Sissela had experienced this  face-to-face meeting with the previous 
Board  as  a  less  important  informal  meeting  and at  the  end of  Second Board  she  had 
forgotten it had taken place at all. Stina experienced that most of the information had come 
from the members who stayed on in the Board, and who would only

“remember what they want to remember, and forget what they want to forget, so one  
could say, the handover is what they feel is good, it becomes a very subjective handover” 
(Stina).

And Sonia, who had been absent from the handover meeting, did not think she had missed 
much since she relied on informal contacts with the previous Board members,  most of 
whom she knew socially and met regularly during local activities. In other words, the new 
Board members only remembered more general issues from the handover and did not use 
the meeting with the previous Board (or the documentation, see below) to learn more about 
previous activities or strategies. 

Meeting Members

When seeking information from local members, sharing information with local members or 
creating documents together with them, face-to-face meetings were again the preferred tool. 
Also local members themselves claimed they wanted more face-to-face meetings to help 
them  encounter  new  information,  share  information  with  each  other  or  increase  their 
motivation. But due to a lack of resources, such meetings were not always possible. 

A constant information need expressed in Board discussions was the need to know more 
about what members needed and expected from the Board, to help plan the focus areas and 
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to know which decisions to make. To seek information about this, face-to-face meetings 
with groups of members were generally preferred, especially since the information need 
was unclear. A lack of resources meant that local members were used far less often than the 
Board members would want though, as the following discussion shows:

”-We  shouldn’t  have  just  one  Board  member  responsible  for  members,  all  Board  
members should participate, travel to the local groups, at least one to each…
Sissela: I would like to go, but who is paying?
Bea: yes, these things cost!
Sissela: And what should I say?
Bea: Ask them what they need, what we can do!
Sonia: but that’s difficult too, when I was responsible for a local group and Barbara 
asked, “what do you need”, I didn’t know what we could need!
Bea: But that’s just why a [face-to-face] discussion had been a good idea, being given  
tips and inspiration…” (From Second Board meeting observation, April 2004).

The idea to have all  Board members visit  local groups was not realised during Second 
Board. This is typical: often when discussing the best way of informing members, Board 
members and local members alike preferred rich, face-to-face meetings, but many of these 
discussions did not lead to decisions or actions.

According to the statutes, non-Board members could also be present at Board meetings 
unless the Board stated otherwise, but apart from one member who personally presented his 
proposal at a Board meeting, during First Board and Second Board no members availed 
themselves  of  this  opportunity.  In  all,  few  local  members  contacted  the  Board 
spontaneously.  Barbara,  responsible  for  the  focus  area  “local  groups”  in  First  Board, 
believed that they might solve the problem by “talking to the local groups again and again, 
and try to maintain a close contact” (Barbara). 

Also Sissela, who had similar responsibilities during Second Board, believed that

“if they have never met me or talked to me in real life, I know for myself that I would not  
call someone if I only knew a name and a telephone number, it's always easier if you  
have met”. 

Therefore she wanted to 

“travel to each local group and meet them... I could do that, actually, but it's always this 
question of money and time and such...” (Sissela).

For similar reasons, both Boards decided to organise social activities between the Board 
and  local  members  in  the  cities  where  they  held  their  Board  meetings.  Although  the 
decision was not implemented at all meetings, it was part of the reason why the Board 
moved their meetings between different parts of Sweden. 
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The local members themselves also mostly met face-to-face in more or less regular local 
group meetings which were supported with small sums by the national Boards. While it was 
fairly easy for members in the same town to meet and share information with each other, 
local members experienced more difficulties in communicating with members from other 
parts of Sweden. On several occasions they demanded that the Board should organise more 
possibilities  for  interaction  among  members  (for  instance  in  a  proposal  to  the  annual 
meeting 2004) and one of the Boards' tasks, therefore, was to organise at least one meeting 
each year for representatives of all  local groups. Also the annual meetings provided an 
important forum not only for the Board to share information with members, but also for the 
members to share information with the Board and with each other. As with Board meetings, 
the annual meetings had a double function of decision making and information sharing. The 
annual meeting organised by First Board apportioned a very generous period of time to 
information sharing from and between members, but this had as a result that there was too 
little time left for the most important decisions:

“We had to take the elections last. And we didn't have the time for them, and that was  
really stressful... not good at all” (Fiona).

When planning their  annual  meeting,  Second  Board  wanted  to  reserve  much time for 
members' information sharing without losing too much time for decision making, but they 
also  were  unwilling  to  refer  discussions  and  information  sharing  to  virtual  forum 
discussions (observation Second Board meeting January 2005).

Meeting the environment

The preferred tools  to find information from the environment as  well  as  disseminating 
information  about  YOUTH  FOR  PEACE  to  the  environment  were  various  meetings, 
conferences, and other activities organised by other youth and/or peace organisations or 
networks of them, to which YOUTH FOR PEACE could be invited or invite themselves. 
One specific resource used by the Chairs in First and Second Board was a network of 
Chairpersons from youth organisations.  Although the website was proclaimed to be the 
most important information channel to disseminate information in interviews and strategic 
documents, in Board discussions it  was more usual to suggest that Board members use 
richer channels such as telephone calls or face-to-face meetings both to communicate with 
other organisations, even abroad, and to attract prospective customers. Also Fiona and Sara, 
who strove to make YOUTH FOR PEACE more visible, preferred face-to-face meetings at 
conferences and other venues:

“I have ... been at conferences, and met people and tried to network... and it is always 
good that YOUTH FOR PEACE is visible at such venues. So I have tried to lobby quite  
much ... that we should be there more often” (Sara).

Thus such meetings were seen as the best, but also the most costly ways in terms of time 
spent at the meeting, time spent in travel, and travel costs. In First Board and Second Board, 
attendances at meetings were discussed individually and decisions were taken, mostly based 
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on  the  costs  of  attendance  and  whether  someone  was  willing  to  attend.  Many  of  the 
meetings happened during daytime and at the capital, which placed YOUTH FOR PEACE 
at a disadvantage. Both in First and in Second Board, there were many more invitations 
than there were people willing or able to go to them. 

A possible source for learning more about areas for which Board members felt they had too 
little competence were courses given by external or internal “experts”. As a member of the 
umbrella organisation LSU, YOUTH FOR PEACE could send its Board members and its 
local members to a number of workshops or courses that often dealt with organisational 
issues such as how to attain internal democracy, how to apply successfully for funding, or 
how to maintain a good website. Some Board members followed such a workshop after 
having identified a need for more knowledge in a specific area. Moreover, Sonia and Sara 
suggested inviting external experts to give courses especially for YOUTH FOR PEACE on 
areas where they felt inexperienced such as marketing and media communication (neither 
of which was actually implemented). This reliance on experts is consistent with the findings 
of Byström (2005), who found that task-solving information and domain information was 
most often acquired from experts and meetings (Byström 2005, p.176). At the same time, 
participation in external courses and workshops could help disseminate information about 
YOUTH  FOR  PEACE's  active  existence  to  similar  organisations  and  help  to  build 
networks.

Meeting individuals

Links with the environment did not only take the form of participation in larger meetings 
and networks. At least as often, they consisted of individual contacts with acquaintances 
who happened to be active in interesting organisations in the environment. Some of these 
contacts were cultivated over more than one Board year, but they were vulnerable if the 
person  cultivating  them left  the  Board.  Frances  felt  that  in  the  handover  between  the 
previous Chair and herself, 

“there were many things that [disappeared], for instance one ... [project], they were [the 
former Chair's] contacts... And I merely got some contact information to someone... that 
I ... didn't follow up on” (Frances).

Instead she brought in new contacts from her own personal network, mostly from peace 
organisations. Of these, some disappeared again in Second Board when Frances was no 
longer  a  Board  member,  and  Bea  relied  more  strongly  on  some  of  her  own  old 
acquaintances in youth organisations. 

Within YOUTH FOR PEACE, a self-evident resource for information about the history of 
each Board member's focus areas were previous Boards. Frances tried to make it easier for 
new  members  in  First  Board  to  contact  previous  Board  members  with  similar 
responsibilities by having them meet face-to-face as a part of the handover routine and then 
encourage the new members to call the previous ones. For Bea the information seeking 
seemed so natural that she described it almost as a natural order: 
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“One always, on the Board kick-off meeting,… starts in part with the [strategic three-
year plan]… And then… one makes a call to whoever had that area of responsibility the  
year before... And then one also has a meeting with the previous Board, a kind of hand-
over, and then,… one has to ask around a little.” (Bea).

Frances did not check up on who did this, and not allinterviewed members in First Board 
felt motivated to seek information about how previous Board members had worked or were 
able to arrange a meeting with the previous member when they tried. Also,  in Second 
Board, it  was rather the exception than the rule to actually contact the previous Board 
member for a more detailed handover. Barbara tried and failed, Sara planned to, but still 
hadn’t contacted the previous member after half the Board term, Sissela did speak with 
Barbara, who was still present in Second Board, but not as much as she felt she should, and 
Sonia and Stina weren’t interested in contacting previous members. Sonia explained her 
lack of interest with the fact that she wanted to try out her own ideas instead: 

Q: Do you feel you need to know more about it [what the previous Board did in this 
area]? So as not to repeat mistakes, or…?
Sonia: Well, it doesn’t feel like I do, because it feels like we should try it” (Sonia).

Many sought feedback from the other members in their Board instead. Stina explained that 
when she planned the work for her area, she

“made some calls and checked what all [Board members] ... felt was problematic ... And 
then, from that, I wrote what could be done in the organisation. So that wasn't so much 
work, ... it was fairly ready then” (Stina). 

Cooperation  between  Board  members  was  encouraged  both  for  larger  tasks  such  as 
planning  their  focus  areas  and  for  smaller,  more  operational  tasks,  although  several 
members also felt that they did not seek as much information from each other as they could 
have done. 

Instead of such more planned, formal meetings, many Board members also relied on more 
informal, unplanned conversations with old acquaintances and friends within the Board and 
the rest of the organisation, or simply on their own experience. Felicia for instance started 
out relying on previous experience for her focus area:

“Since I had worked as the organisation's secretary I believed that I knew exactly what 
people expected and such, but it didn't work, I didn't know at all (laughs)” (Felicia). 

Still, she did not actively seek information. Instead she decided that her focus area was an 
impossible one, and let it slide. 
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7.4.2. Face-to-face meetings (unorganised)

When information was sought, shared or encountered in unplanned, informal face-to-face 
conversations either in the course of working together during other (planned) activities or 
when meeting friends and acquaintances socially, these were identified as unorganised face-
to-face meetings. The major difference with the organised meetings is that in the latter case, 
the meetings were organised consciously with an explicit information goal in mind. This is 
to a large extent an analytical distinction: in real life, the difference between unorganised 
and organised meetings could be less clear-cut.

Joint activities

Information  could  be  encountered,  sought  and  shared  from and  to  people  that  Board 
members and local members met while working jointly on other activities either within the 
organisation or outside of them. Since many of YOUTH FOR PEACE's activities were 
planned and implemented together with one or more other, similar organisations, and since 
several members were active in more than one organisation, much information was run into 
through  such  activities  and  spread  during  discussions  in  Board  meetings.  Both  in 
Stockholm and in the other city where YOUTH FOR PEACE rented office space, this office 
was shared with other organisations who shared information with them about interesting 
events in the environment. 

Members’ activities, such as presentations at local happenings, festivals and marketing for 
local workshops were probably the most common ways to disseminate information and 
were also seen as the most effective to disseminate information to prospective members by 
the Boards (see Chairs' reports 2004 and 2005). Within the Board collective, new Board 
members encountered much information about how to function as a Board member by 
simply being at meetings, following routines and cooperating with more experienced Board 
members rather than through explicit information seeking or sharing actions.

As Board members continued to participate in local projects,  they received information 
about local members' activities and could share information about the Board's decisions and 
plans in a more informal manner during such activities. However, this was not formally 
encouraged: the division of labour in the Board explicitly went against appointing Board 
members who were active in local projects as the formal contact persons for these projects 
(see also 7.6.). 

Informal conversations

Friends and acquaintances, usually within or tightly connected to the organisation were the 
most popular sources when new Board members needed to make sense of YOUTH FOR 
PEACE generally, its history, its structure, or its relations with the environment, or to plan 
their focus areas. The Board members that had been on the Board for more than one term 
were a very important source to seek information from for the newcomers, but even here 
most people usually turned to the ones they already knew socially. Such information was 
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often acquired in the course of other conversations. Sonia, who knew many of the members 
in First Board informally, explained that for instance,

“the former Chair, Frances, is active in the same project ... and I have met Fiona and  
Fabienne ... when I was in X and visited Fiona, and so you end up having contacts. ...  
There is a lot of talk about YOUTH FOR PEACE and then I  can say “well, I  was 
wondering about this”. Because I know that they know a lot about those things” (Sonia).

Seen on an organisational level, it was clearly important either to keep such knowledgeable 
members within the organisation or to have ways to keep in touch with them, as they were 
such an important source in individual and collective information seeking. There were only 
a limited number of such “old foxes” who stayed active for a longer period in YOUTH 
FOR PEACE. That most new (Board) members relied on the same core of five to ten people 
could imply that a few individuals had strong possibilities to influence the organisation 
informally,  whereas  formal  documentation  had  less  influence  on  how  YOUTH  FOR 
PEACE’s past was perceived. 

Local  members  informed  the  Board  of  environmental  information  that  they  had  come 
across  on  only  a  few occasions.  When  this  happened,  it  was  again  through  personal, 
informal contacts between Board members and members rather than through the formal 
channels to the contact persons who were chosen in the Boards (see also 7.6.). 

7.4.3. Telephone

Telephone conversations were seen in both Boards as a tool in between the preferred, but 
costly, face-to-face meetings and the cost-effective, but less personal, e-mail and website. 
This was visible, for instance, in a discussion at a Board meeting about how to contact 
prospective customers:

“Filippa: Phone calls are much better than e-mail. [others agree]. ...
Fabienne: The best way would be five minutes in each class, but who has the time? You?
– No, you?
– No...” (from observation First Board meeting, January 2004). 

or when Barbara related that she mostly contacted local groups over e-mail, but that she 
wished she could have found the time to call them more regularly over the telephone as 
well to maintain more regular and “close” contacts. 

The belief that telephone calls could bring about closer contacts than e-mail messages was 
held in both First and Second Board, both of which decided to call each other often on the 
telephone to get to know each other better. In Second Board, Sissela explained that this 
decision came about 

“so if  someone had, like,  a  fear of  telephones,  (laughs),  they would get  over that” 
(Sissela).
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 But  in  both Boards,  only a few actually  used the  telephone to  socialise;  most  Board 
members used the telephone mainly as a way to receive immediate feedback on tasks or 
decisions at hand. Sonia even explained that she avoided the telephone because then you 
were expected to spend some time chatting, which she felt could be inefficient:

“…e-mailing is so fast. The telephone can take so much longer because then you have to 
talk. I mean, you have to say, “Hi, what are you doing” and that takes a long time…. So  
it depends a bit on what you want. Because with e-mail, you can write to more people in  
a shorter time than with the telephone. Often it is a matter of time” (Sonia).

Another reason to avoid telephone calls were their higher costs relative to e-mail, especially 
when calling mobile phones, as Birgitta, Stina and Sissela all pointed out. 

“You call a lot on the mobile phone, for instance when I call the local groups I call on the 
mobile  phone  and that  is  expensive.  But...  what  you  don't  need  to  talk  about  on  the 
telephone you can say over e-mail. Because that is almost for free” (Sissela).

Although there was a position in both years'  budgets  for their  telephone costs,  in both 
Boards only the Chair asked for, and received, refunds – this seems to have been a matter of 
organisational culture rather than a policy. 

7.4.4. Virtual discussions

The most  cost-effective  tools  to  seek and share  information from or  with other  Board 
members,  external  sources and local  members as  well  as  to work together on creating 
information products were e-mail and in Second Board, a virtual discussion forum. Board 
members tried to use also these poorer (in Daft and Lengel’s terms) tools to increase their 
social contacts and through this, their motivation. Even poorer, but with a wider outreach, 
were  electronic  newsletters  and the  organisational  website,  which were  used to  inform 
members and interested non-members alike.

E-mail

Between meetings, the members in First Board seem to have used e-mail mostly to share 
information about their work or opinions, prepare for meetings and give feedback. E-mails 
were considerably less often used to seek information or to share external information. The 
latter may have been influenced by the Chair's unwillingness to use e-mail as a tool for 
information sharing, as Frances received most external information to pass on to the Board. 
About half of the 26 e-mails collected during my observation of First Board dealt with 
subjects that had been “left over” from a previous Board meeting or with information for 
coming  Board  meetings.  In  one  such  thread,  the  Board  members  discussed  what  was 
actually decided at the meeting. Thus, the e-mails could repeat discussions, leading to new 
decisions  being  taken.  Since  there  was  quite  little  feedback  to  the  e-mail  threads,  by 
referring a discussion to e-mail it was effectively given a lower priority. 
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For instance, Barbara could write some comments on how Fiona had written the minutes:

“You wrote that Sisselas whole proposal should be seen as answered by this, but did we 
say so? I thought we said ... What do you say folks?” (e-mail Barbara February 2004). 

This was answered by e-mails from Fabienne, Filippa, and Barbara again, who had different 
opinions about what had actually been decided, and who proposed new arguments in the 
same issue.

E-mail was also the primary tool to contact groups of local members with information or 
enquiries that were not relevant to all members (in which case they would be published on 
the website instead). Especially when working on smaller, more operational tasks, members 
in First Board could use e-mail rather than face-to-face communication. Sissela and Barbara 
in Second Board both sent out surveys to relevant groups of members to seek information 
to help plan their tasks. Sissela did not receive many answers, but still felt that she had 
enough information, in combination with feedback from other Board members, to go on. 
She said she would have liked richer media, preferably face-to-face meetings, to find out 
the same information, but again, that was not possible due to a lack of resources. 

Virtual discussion forum in the Board

At the beginning of Second Board the use of a virtual discussion forum at an external web 
hotel was initiated, provided by a network of peace organisations for its members. They 
could open as many different forums as they wanted to there, and started with some three or 
four open discussion forums to all members and one closed forum for Board discussions. 
What  previously  was  informed on through e-mails  could  now be  posted  at  the  Board 
discussion forum and there seems to have been considerably more activity at the forum than 
on First Board's e-mail lists. With few exceptions, all Board members quickly learnt to use 
the forum for information and questions to the whole Board and to communicate over e-
mail or telephone when their information concerned one or two Board members. All Board 
members claimed they visited the forum regularly, some at least once a day. The discussion 
forum started in the second half of April. After a peak in May and a slight dip during the 
holiday season, there were around 40 postings every month until the end of term, although 
there was a large individual variation between those Board members who felt that they 
informed the other members often in between meetings and those who claimed to do so 
extremely seldom. Compared with the e-mails,  forum postings were used less  to share 
internal information but much more to share external information especially by the Chair 
and the  staff.  The  staff  would  post  more  or  less  weekly  agendas  called,  for  instance, 
“Current invitations – week 49”, (posting December 2004), with invitations to meetings 
and/or lectures by other organisations.

Few  forum  discussion  postings  primarily  dealt  with  seeking  information;  asking  for 
feedback  after  presenting  their  own  information  was  somewhat  more  common.  For 
instance, Barbara, after presenting ideas for a “happening with focus on weapon export” as 
a fun theme for a Board meeting, wrote 
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“and now we felt that the best thing would be if we all put our wise heads together to 
think of a humorous ... happening that is legal as well ... let's storm our brains!” (posting 
May 2004).

Stina, who initiated the forum, felt it must have answered a lack in the Board since it was 
used so much, although Bea thought that the messages might be similar to the ones that had 
been  sent  in  group  e-mails  the  year  before.  In  First  Board  though,  some  members 
complained that they received too many e-mails of little interest to them. This was one of 
the reasons why purely informative e-mails from the Board members were discouraged. 
Whereas some members in Second Board still complained about information overload and 
did not want to receive many e-mails that were only informative, the discussion forum 
lessened the  information overload they experienced.  Barbara,  for  instance,  when asked 
whether there was too much information, answered:

 “No .... Just because it is in the Board forum now, I can choose, if I only want to check  
e-mail from my friends and such, I don't open ... the forum” (Barbara).

Neither the e-mail program for YOUTH FOR PEACE, nor the virtual discussion forum lent 
themselves to storing documents since they automatically deleted all  e-mails older than 
three months7. 

Encouragement, compliments and feedback

The fact that many Board members lived some distance from each other could cause dips in 
their motivation and fluctuating involvement, as discussed in Chapter 6. As was the case 
with the Board meetings, an important aspect of the communication in between meetings 
was to motivate the members through social contacts. Fabienne, who had been abroad for a 
part  of the Board year and,  therefore,  could not participate in the meetings,  repeatedly 
mentioned how important it was for her to receive information from the other members 
through e-mail, both for and about meetings and in between meetings. She would have 
liked more, and richer, contacts in between meetings: 

“I  believe that  contact  in  between  meetings is  extremely important… I  know it  is 
demanding, and that one feels stressed out and that one hasn’t got time for everything.  
But  I  believe  that  it  is  enormously  important  to  bring  about  good  Board  work” 
(Fabienne).

Maybe one could say that what she wanted was a tool that could simulate the richness and 
the  amount  of  information sharing at  meetings  for  the  rest  of  the  time as  well.  Other 
members gave similar motivations for regular and rich interactions in between meetings and 
felt that they shared too little information and gave too little feedback to each other even 

7 This is one of the problems of using an externally owned service - both e-mail and discussion forum were 
managed by the umbrella organisation to which YOUTH FOR PEACE belonged.
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though  around  a  third  of  all  e-mails  and  all  postings  on  the  Board  discussion  forum 
consisted of answers or feedback to other messages. 

This was discussed as a problem on several occasions during Board meetings. At one of the 
meetings, especially the Vice Chair was adamant that people should write more feedback:

“Birgitta: Why doesn't anyone answer? 
...
 Birgitta: We want a response anyway, one doesn't know if you have read it otherwise. 
We were supposed to pep each other, there is too much lonely work.
...
Birgitta: To conclude, it is a good thing to send responses such as “well done” or...  
spontaneous answers” (observation Second Board meeting October 2004).

The decision in Second Board to have a closed, virtual discussion forum was explicitly 
connected to a perceived need to be “private and personal” and to motivate each other 
through “pep-talk” on several  occasions (from minutes and proposal  to Board meeting, 
April 2004). The minutes of the Board meeting where this was decided said: 

“A discussion forum is now available on First Class (the e-mail system) but we want to  
develop it with a forum that is only open to the Board because the e-mail list does not 
function well enough and we want a forum where we can be private and personal” 
(minutes Board meeting April 2004). 

This was proposed, 

“so that we can have a better communication in between meetings. So that we can give  
each other tips, ideas and criticism about what we are doing. As it is now I don’t know 
what you do exactly and I might have a good contact or knowledge or whatever that 
would have been good for what someone among you is working on. The only problem is  
that I don’t know that person is working on it! So on the forum you should write what 
you  are  doing at  the  moment.  Also  a  place  for  encouragement  and  compliments.” 
(proposal to Board meeting April 2004). 

Especially  at  the  beginning  of  Second  Board,  Board  members  added  some  personal 
message or greeting to their e-mails. In comparison, the postings on the discussion forum 
could be very short, sometimes only forwarding e-mails without any message, and often 
without greetings. After a number of such very short postings, one member wrote about half 
a  page in  a  posting and commented this  with “oh,  this became a long text!”  (posting 
discussion forum May 2004). After a while though, greetings and longer postings started to 
turn up as well. A smaller number of postings consisted mostly of “pep-talk” or included 
more private information added to the main contents.
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Most Board members had access to broadband, so using e-mail and the discussion forum 
did not imply additional costs. When they did not have easy access to the Internet, they 
checked their accounts less often.

Virtual discussion forums for members

At the annual meeting they led, First Board argued against a proposal by local members for 
an interactive function on their website. However, the annual meeting decided that there 
should be more interactivity and Second Board started three or four interactive discussion 
forums for the members even before launching a Board forum. 

These member versions of the virtual discussion forum that Second Board used so much for 
information sharing and discussion within the Board could have provided another meeting 
place both within local groups or project groups and between different groups, but they 
were used seldom by local members. The few postings that were published were most often 
information from the staff, such as information about courses, invitations from other peace 
organisations, etc., or some input from (previous) Board members. Most Board members 
found this natural; since the local members had no joint activities to discuss with members 
from other groups, they did not see a reason to visit the forums. 

A discussion about this at an observed Board meeting sounded like this:

”Barbara: We can ask ourselves why it doesn't work...
Sara: Because there's no-one on them!
Barbara: No, but why not? The local groups could have used it, but they felt it was too  
much trouble with two e-mail addresses. 
Sissela:  Boring  design,  it's  confusing  with all  these  different  forums.  And we have  
something to talk about, but they don't. They don't have anything to talk about, if you  
meet people in the street you don't chat either if you have nothing to talk about...
Birgitta: No, and it's no big problem either if they don't want to...
Sonia:  But  maybe  we  should  send  out  some  more  reminders  about  the  forum,  or 
something”
(observation Second Board meeting October).

Newsletters

The electronic newsletters sent once every other week to all who subscribed, within and 
outside of YOUTH FOR PEACE were a poorer tool: they offered fewer opportunities for 
feedback. Here the staff chose which information, from external and internal sources, to 
include. After a demand from local members for more information about activities in the 
Board, First Board decided that

”a light-version of  the Board minutes  will  be added to the newsletter by the staff” 
(minutes Board meeting February 2004).

111



Three times a year, the staff would also send out member dispatches by ordinary mail.

One or two members in First and Second Board used to scan newsletters from the two 
network organisations, one for youth organisations and one for peace organisations, which 
were seen as the most important sources for networking and information. Whereas all local 
members could subscribe to these newsletters as well, it was seen as a service to the local 
members to weed this information and publish what was seen as most relevant, such as 
information about courses, invitations from other peace organisations, etc., on their own 
website. 

Website

The organisation’s website was pointed out both in policy documents and by interviewed 
Board members as the primary and most cost-effective tool, especially to share information 
with  local  members,  but  also  to  inform  the  environment.  Having  some  text  on  the 
organisation in other languages than Swedish was seen as a way to communicate with 
organisations  abroad.  There  was  little  thought  that  policy  documents  and  minutes  of 
meetings that were published on the website could be seen by external eyes and should be 
written accordingly. Which information, external or internal, would be published and who 
was responsible for publishing it was decided on a one-to-one basis at Board meetings. 

There  was  also  a  specific  section  on  the  website  (“chronicles”)  where  members  were 
encouraged to report on meetings with other organisations, or information encountered on 
journeys etc. 

7.4.5. At the office

Especially  the  Stockholm  office  fulfilled  several  different  functions  for  different 
information activities. Apart from being the work place of the two employees who counted 
administration among their duties, the Stockholm office also housed a paper archive, the 
office server and several workstations, and functioned as a meeting place, a work place and 
a place to store material for Board members and local members alike. Even though Birgitta 
lived some hours'  travel  away from the office,  she described her  use of the  office for 
information activities as follows:

”I rather like being there a day to print and fix things and send e-mails and talk over the 
telephone,  work, that is. ...  if  you have to call a lot of people,  especially to mobile 
phones, it can be a good idea to do that from the office. ... And also if you are meeting 
with people, you can have it there” (Birgitta).

Whereas some Board members mostly worked at the organisational offices when creating 
documents or when calling or meeting people, many worked from home, either because 
they preferred it that way, or because they did not feel they had the time or money to travel 
to the office in the capital. 
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Local members, staff, and Board members could all store their working documents directly 
on the server of the office computers,  or in paper folders around the office rather than 
having them organised in the archives. If the documents were generally useful they would 
try to make them easily accessible to other members as well, for instance by naming the 
folder after the project they were working on. Moreover, anyone who wanted could create a 
folder in the office computer to store personal files. Frances was one of few Board members 
who used her personal folder regularly. She mentioned that of course,

“everyone can come into my [personal] files as well, but that isn't done, you don't go into 
someone else's files” (Frances).

Other Board members seldom or never worked on the office computer or stored anything 
on it, because they lived too far away from the office, or because they did not trust the 
server, which Fiona said was unreliable and prone to crashing. 

Board members and local members could also encounter other information in the offices 
apart from the files stored in folders and on the computers. External notices and invitations 
were posted in the halls of the main office, there was a small library of books on managing 
voluntary organisations and on the subjects YOUTH FOR PEACE organised projects about, 
and pigeon holes for each Board member. Another, purely informal and social form for 
sharing information in the office was a booklet  in the toilet  of the main office,  where 
incoming  members  wrote  greetings  and  short  messages  about  their  lives  and  their 
organisational engagements. From the dates in the booklet this was quite regularly used. 

7.4.6. Archives

To store or retrieve information at a central level, Board members could either use the paper 
archive at the central office, save documents on the office server, or publish them in digital 
archives  -  one  for  website  publications,  one  for  other  organisational  documents  -  on 
YOUTH  FOR  PEACE’s  website.  Of  all  tools  for  information  activities,  the  different 
archives  show  most  clearly  how  tools  can  become  historical  artefacts,  with  the  new 
generation at  YOUTH FOR PEACE working around the tools  of the older generations 
rather than including them in their own development.

Old tools for a new generation

In the early years, the paper archive in the central office had been well organised and well 
maintained. The archive was still there in its entirety, but the last few years it had largely 
fallen in disuse after the people with this competence and interest had left. The folders from 
those last few years had been organised neither according to the archive’s old categories, 
nor to any new categories. This made document retrieval from them especially difficult. 

Although each new Board was given a tour of the office’s archives, few members in First 
Board or Second Board used them. Some pointed at the distance between their homes and 
the office, others did not think there was much interesting material in the old archives. 
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Some  members  felt  that  the  archives  were  difficult  to  find  one’s  way  in,  either  for 
themselves, for new Board members or for local members who were interested in previous 
experiences and evaluations of activities. They seldom browsed the paper archives or the 
computer files themselves; instead, they would ask the staff to find the documents for them. 
Most Board members agreed that the archives ought to be weeded. There had been several 
drives to organise the archives better but little had actually been accomplished. 

Stina expressed concern about the vulnerability of the original records in the paper archive: 

“…if there is a fire in the office there won’t be any papers left, everything is totally open  
now without any protection against fire…. And those are the original papers. And that 
would be… a real shame, if they disappeared. But also I believe that among those papers 
there are those that we have to have, that the state can demand to see, and if they burn,  
too, that’s even worse” (Stina).

This was not the only hazard: 

“papers have disappeared from the office, ..., important papers are gone… people can 
just come in and take them… you can go in and take away data for decision making and  
original documents, and in this way decisions can disappear, minutes and such. And 
then, if the originals are missing, it becomes difficult” (Stina).

But Stina admitted that she did not regard this as important enough to take action herself, 
and there was no one else who would either.

Adoption of a new tool

Instead of continuing with the paper archives, Board members and local members either 
stored their documents on the office server, in unorganised folders around the office, or in 
digital  archives  on  their  website.  Several  Board  members  complained  that  the  mix  of 
personal files, some belonging to people who hadn’t been active for years, and files for joint 
use on the server or in paper format made for a quite confusing whole: 

“It is a bit complicated. And there are many people, too, who create sub-folders that  
really should be in another place. ... when I have made a folder ... and then someone else  
has thought, “that isn't our project” and made her own. So, there should be [more 
order]” (Frances). 

Saving files under common folders is a good idea in principle, but in practice it could be 
rather difficult to find anything, as different people created different folders for the same 
issues. Frances explained it implied “making my own system in someone else’s system”, and 
that  could be frustrating. Also these folders and files needed weeding, Board members 
agreed, but as with the paper archives, this was not prioritised.
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Some  years  before  First  Board,  the  Board  had  also  created  digital  archives  to  store 
organisational documents on their website. These archives were open to all visitors. The 
digital  archive was seen as an important  tool  to  make organisational  documents easily 
accessible to all members. In contrast to the paper archives, these were used actively by 
Board members, who referred to the website archive to check up on their own previous 
decisions and on other policy documents while creating new documents or making new 
decisions.  Several  Board  members  also  mentioned  this  archive  as  a  major  source  of 
information for their individual tasks. Bea pointed to a problem with the publications of 
Board minutes on the website:

“we have had problems to find all minutes, they hadn't been published on the website ...  
[but] they must be published. And I think they should be published faster, and I am bad at 
that, too” (Bea). 

However, since the start of the digital archives the year before First Board, the publication 
of minutes had become faster and the list of published minutes more complete. 

An individual archive – the “Board folder” 

A specific tool to store paper-based documents for Board members was the “Board folder”, 
which was distributed at the beginning of each Board year. It was divided into a part for 
general policy documents such as statutes, a part for documentation from Board meetings, 
and a part for the documents from the annual meeting. Most Board members used their 
folders, and only one planned to make changes in the prearranged structure. The existence 
of  this  tool  guided  new Board  members  in  what  YOUTH  FOR  PEACE  traditionally 
considered as the most important documents and helped them decide what to save and what 
to throw away, thus presenting a guideline to the logic of appropriateness when storing 
information as a Board member in this organisation. 

7.4.7. Documents

(Re)Sources for information seeking

In general, organisational documents were used less often to make sense of the organisation 
or of the focus areas than people sources. The Board had a small sum budgeted for books, 
but also this remained unused. Since much of the information seeking activity of Board 
members centres on making sense of complex and ambiguous issues, and documents are 
relatively poor tools,  this  is  not  surprising according to  Daft  and Lengel’s  information 
richness theory. Also according to Byström (2005, p.176), a range of studies including her 
own  found  that  human  sources,  especially  those  people  experienced  as  experts,  were 
preferred to documentary sources when perceived task complexity increased. 

In YOUTH FOR PEACE, documents may also have been given less priority because there 
simply weren’t that many, or because they weren’t organised very well, as Fiona, who did 
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seek out internal documents, complained. Stina mentioned reading some policy documents 
to understand YOUTH FOR PEACE, but felt that:

“you sit such a short time [on the Board] and you don't have energy or time to check up 
on old decisions. ... It is a problem, how much of the voluntary time you should spend on  
... checking old things” (Stina).

In a broader time perspective of the four years up to and including Second Board, the 
Boards were preparing more documentation each year,  to support  the handover to new 
Boards, among other reasons. Since the handover meetings were not always well visited by 
ex-Board members and since the meetings could be forgotten by the new members, this was 
probably a good move. For instance, the members in First Board prepared “mindmaps” 
describing their  focus areas,  their  activities  and visions and wrote  more  general  letters 
welcoming the new Board. These documents were handed over during the annual meeting. 
However, members in Second Board reported that they had found little if any use for these 
general documents, although they made some of them feel more at ease about the coming 
Board work. Sara said the letters inspired her at the beginning of the year, but when she 
really started thinking about her focus area she felt she had created her own vision anyway 
(even though she later on in the interview complained that she did not know what earlier 
Boards  had  done  with  her  area).  None  of  the  new  members  in  Second  Board  even 
remembered the mindmaps. More formal documentation could prevent new Board members 
from spending energy on reinventing the wheel, but it seems likely that this documentation 
then would have to be less general. 

For more clearly defined tasks, both internal and external documents were more likely to be 
used. This is again in line with Byström's findings that official documents and registers 
were among the typical sources for task information. Bea for instance sought minutes of old 
Board meetings in the office archives to deal with a complex issue that had been dragging 
on for  some years  as  a  part  in  her  information seeking,  although she concentrated on 
conversations with old members even there (observation Second Board meeting August 
2004). 

(Re)Sources for information creation

On the  other  hand,  all  Board  members  participated  to  some extent  in  the  creation  of 
organisational  documents,  whether  these  were  proposals  to  Board  meetings,  working 
material for their focus areas, or more strategic documents such as strategic plans. Many of 
these more strategic documents were revisions of earlier versions, and these older versions 
were naturally the main sources for these documents. For several of the policy documents, 
the largest parts were left unchanged although the documents were discussed in detail and 
some, mostly stylistic, changes were made in most of its parts. 

Since the strategic plans covered three years but were rewritten every year, much of their 
contents could remain unchanged, except for possibly moving some deadlines forwards 
another year or so. The working group rewriting the strategic plan for First Board based this 
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on  the  last  year’s  plan,  with  one  member  explaining  what  she  remembered  from the 
previous Board’s thoughts behind it, and on decisions from the annual meeting and from 
First Board’s meetings, rather than on a discussion of the major needs of and challenges to 
the organisation. One Board member commented that 

“we can’t discuss today what has to be done, rather we must discuss how what we’ve  
already decided on in earlier meetings can be formulated in the plan” (observation First 
Board meeting January 2004)

and the others agreed. Also in Second Board, Barbara, who made the draft for the new 
version of the strategic plan, took over most parts from the previous version. Again, there 
was no major discussion of aims or challenges before the revision. Many of the changes 
consisted simply of a restructuring of the different paragraphs, while keeping the contents 
intact. 

For some policy documents and proposals, policy texts from other, similar organisations 
were used for inspiration and parts of texts were copied whole. If this would happen often it 
would end in even more similarities among these organisations, thus knitting them into a 
closer institutional community. But in most instances, Board members did not seem to look 
outside their own organisation.

When  creating  information  products,  printing  costs  were  often  the  highest  cost  item. 
Mostly, the Board would compromise with smaller information products by using their own 
copy  machine  rather  than  spending  money  on  professional  printing.  When  the  most 
prestigious information product during First Board turned out to cost more than budgeted 
for, the whole Board participated in a long discussion on whether it was worth printing with 
reference to the costs, finally deciding to print some copies. Second Board decided to create 
an electronic version on their website instead. This was an example of how new technology 
could create new possibilities. On the other hand, the information brochure, which was the 
most prestigious information product during Second Board, could not be printed because 
they had run out of funding.

7.4.8. Summary

The above description of tools that were used in the various information activities in the 
Boards of YOUTH FOR PEACE at the time of study is summarized in the following table.
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Tools Use (in information ac-
tivities)

Resources needed Comments 

Group mee-
tings 

Environmental scanning, 
seeking, disseminating, 
sharing within organisa-
tion, creating information 
products (organising archi-
ves)

Time, Space, Financial + motivating, best for 
complex issues and long-
term links, democratic

- Resource demanding, 
especially travel costs and 
time, info can be experi-
enced as subjective or 
forgotten, not all can par-
ticipate

Courses, 
seminars etc.

Environmental scanning, 
seeking, disseminating, 
sharing within organisation

Time, Space, Financial + motivating, best for 
complex issues

- info can be forgotten or 
not spread in org, resour-
ce demanding

Joint activities Environmental scanning, 
seeking, disseminating, 
sharing within organisation

(Time, Space, Financial), 
but happens in context of other 
activities

+ Less resource de-
manding, motivating, 
needs less planning

- Unstructured, not pri-
marily info goals, not all 
can participate, can be 
subjective info

Individual 
conversations

Environmental scanning, 
seeking, disseminating, 
sharing within organisa-
tion, retrieve information

(Time, Space, Financial), 
but happens in context of other 
activities

+ Little resource de-
manding, motivating, 
easy, best for complex 
issues

- unstructured, depends 
on earlier acquaintances, 
may be undemocratic, 
vulnerable links

Telephone Environmental scanning, 
seeking, (sharing within 
organisation), creating in-
formation products, retrie-
ve information

Time, (individual) telephone 
costs

+ Less resource de-
manding, fast feedback, 
closer contacts

- Individual costs, can be 
difficult to find right 
time, requires time to chat
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Tools Use (in information ac-
tivities)

Resources needed Comments 

E-mail Environmental scanning, 
disseminating, (seeking), 
sharing within organisa-
tion, creating information 
products

E-mail program, Internet con-
nection

+ Little resources needed, 
fast, can go to many si-
multeanously

- experienced lack of 
feedback and less priority, 
experienced info 
overload, cannot be used 
to store and retrieve

Virtual discus-
sion forum

Spreading external in-
formation, (seeking), sha-
ring within organisation, 
creating information pro-
ducts

Internet connection, forum 
provided externally

+ Little resources needed, 
fast, can go to many si-
multeanously, less info 
overload

- experienced lack of 
feedback and less priority, 
cannot be used to store 
and retrieve, not used by 
local members

Newsletters Spreading external in-
formation, (disseminating 
to environment), sharing 
within organisation

E-mail program, Internet con-
nection, staff time, printing 
and posting costs for snail mail

+ Little resources needed, 
regular, accessible to all

- little possibilities for 
feedback, no close 
contacts, not useful for 
sensitive or complex in-
formation

Website Spreading external in-
formation, disseminating to 
environment, sharing 
within organisation, storing

Website space, server, Internet 
connection, competence, time 
to maintain website

+ Accessible to all, little 
resources needed, fast 
spreading of information

- little possibility for 
feedback/interactivity, no 
close contacts, not useful 
for sensitive or complex 
info, website can become 
cluttered

Office space Spreading external in-
formation, sharing within 
organisation, storing, 
retrieving, creating in-
formation products

Space, financial + Rich possibilities for 
meeting and socialising

- Not all have access (tra-
vel time, financial)
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Tools Use (in information ac-
tivities)

Resources needed Comments 

Office compu-
ter

Storing, retrieving, creating 
information products

Space, financial + anyone can create and 
share information

- difficult to retrieve, tied 
to one place, only one at a 
time

Individual 
computers

Storing, retrieving, creating 
information products

Individual resources + can choose own space, 
time and routines

- not all have one

Paper archives (Storing), (retrieving) Space, competence + historical organisational 
documents from start

- not maintained, not pri-
oritised, difficult to retrie-
ve, tied to one place

Digital archi-
ves

Storing, retrieving, sharing 
within organisation

website + accessible to all

- not all documents avai-
lable, documents can be 
lost when website is 
changed

Board folder Storing, retrieving + structure guides new 
Board members

- can be forgotten or lost

Organisational 
documents

Seeking, retrieving, crea-
ting information products

archives + useful for more opera-
tional tasks

- less useful for complex 
issues. Little used.

External 
documents

Seeking, environmental 
scanning, creating informa-
tion products

Little used

Table 3: Tools in information activities in the Board of YOUTH FOR PEACE

There was a large range of tools available for most information activities, as the above table 
shows.  Only for  sharing information with members,  the  Board members  and staff  had 
access to ten different tools ranking from member dispatches by ordinary mail to rich group 
meetings. Which tools were chosen for the different actions was often decided as much by 
the available resources as by the contents of the information to be shared, stored or created 
etc. In general however, Board members would prefer the richest tool that could be used 
given the shortage of resources.
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7.5. Aims and goals
Aims for  information  activities  and goals  for  information  actions  can be  more  or  less 
explicit. They can have been decided for the whole of the organisation, for instance in the 
form of the aims in the strategic plans, or some more strategic Board decisions. Or they can 
be collective goals for actions in an information activity that have been decided at Board 
level,  for  the  Board  group.  Individual  goals  for  information  actions  can  either  be  in 
accordance with such organisational and collective aims, or stand in contradiction to them. 
But even where the individual goals contradict organisational or collective aims, this may 
not  be  a  conscious  contradiction;  the  individual  subject  strives  to  find  her  own 
interpretation  of  given  aims  and  goals,  and  there  may  be  several  contradicting 
interpretations.  Also  collective  goals  at  Board  level  can  consciously  or  unconsciously 
contradict organisational aims. In the rest of this section, aims and goals in the various 
information activities are presented as seven fairly often mentioned aims: open access and 
democray,  learning and continuity,  supporting tasks,  proof or control,  gaining visibility, 
belonging and motivation, and more symbolic aims and goals. 

7.5.1. Open access and democracy

Making information accessible to all members and including as many members as possible 
was one of the most often mentioned aims for information management as a whole both in 
the interviews with Board members and in policy documents, and the implicit or explicit 
aim behind this was to make sure that all members could participate in all decisions in 
YOUTH FOR PEACE.  The  aim to  facilitate  as  much participation  as  possible  in  the 
information  activities  was  visible  in  several  information  activities  such  as  information 
sharing within the organisation, storing information, seeking information and the creation of 
documents. 

In  the  strategic  plans  one  aim  was  to  increase  internal  democracy  by  strengthening 
“internal information channels” such as the website, the website’s archives of central policy 
documents,  and  regular  newsletters  to  the  members  (strategic  plans  First  and  Second 
Board). Fiona expressed it like this:

“In a flat organisation it is awfully important to spread information. Because, I think 
one needs to think about that, to have that attitude, that it is important, that it is people’s 
right to get the information, that we have the obligation to spread it” (Fiona). 

A major  aim  of  storing  information  at  an  organisational  level  was  to  make  it  easily 
accessible to all members, although several of the interviewed Board members also pointed 
out that they had not yet reached this aim. The most often discussed function of the website 
archive was to make sure that the documents were accessible to all members as soon as 
possible. Minutes of Board meetings were written and published in the website archives 
with the explicit aim to share information about the Board's activities with local members. 
This had as a consequence that some more sensitive discussions were not reported, or only 
summarily. A number of members and Board members would also have liked to see more 
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information from local members documented and stored so that it could be shared with 
other members. 

But easy access to information, some Board members pointed out, did not simply mean 
forwarding  all  documents  to  all  members.  Weeding,  summarizing  and  clarifying  was 
needed to make the information more interesting, and thus more accessible. Stina put it this 
way: 

“when you give information, keep it simple. Not just simple so that we can understand it,  
but also so that the members will manage to take an interest” (Stina).

This was also the reason why First Board decided to include a short summary of the Board 
minutes in the electronic newsletters in addition to publishing the minutes themselves, as 
they did not believe that many local members read the whole minutes (observation First 
Board meeting February 2004).

Also when seeking information or when creating documents, both Boards strove to include 
as many Board members and local members as possible. For instance, they would spend 
effort on seeking the opinions from Board members who were absent from a meeting. Their 
aim  here  could  be  to  make  a  more  informed  decision,  but  also  to  make  a  more 
democratically legitimate decision. When creating documents of a strategic nature, they 
would not only reserve a large portion of their Board meetings to discuss these together, but 
also involve local members in the discussions as much as possible (see also 7.6.). Again, the 
proclaimed aim for this was to increase the legitimacy of the documents by increasing the 
possibilities for all to partake in the process. 

7.5.2. Learning and continuity

Another aim that was mentioned for information activities such as information seeking, 
storing and the creation of information products, was to facilitate learning, either as an 
individual goal or as an organisational aim. The organisational aim to facilitate learning in 
the organisation was also tightly connected to the aim of maintaining some continuity in the 
organisation.

On an individual level, several of the members mentioned that one of their goals when 
joining the Board was to learn more either about the work in a Board in general or about 
YOUTH FOR PEACE,  its  activities  and  its  environment.  This  was  then  one  of  their 
individual goals when seeking information or when partaking in environmental scanning. 
Sissela for instance wanted to learn more about

“our relationship to other organisations, but also, what other organisations are doing in 
our field, the peace field, and in the other fields, so you can have a better overview of 
organisational Sweden” (Sissela).
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because she saw this as part of the responsibilities of a Board member and because she was 
personally  interested.  In  the  same  Board,  Stina  stated  that,  although  she  had  learnt 
something more about conflicts in the environment since her engagement in YOUTH FOR 
PEACE, she was

“still not interested ... I have learnt to talk about them, but I still don't watch the news” 
(Stina).

For five out of nine Board members in First Board, and four out of seven members in 
Second Board, this was their first Board year. At the start of the Board year, many were 
either inexperienced in what it meant to be part of a Board, new to the organisation, or both. 
Through  the  handover  routines,  all  new  members  received  some  information  through 
documents and through face-to-face meetings. But as several of the interviewed members 
pointed out, YOUTH FOR PEACE was a fairly complex organisation, and for people who 
were new to a Board’s functions, it would take some time to learn the routines. Board work 
demanded an overview of the organisation that even those who had been active as local 
members did not necessarily possess. Several Board members also stated that they wanted 
to learn about the formalities of managing an organisation, of which learning how to write 
proposals and minutes was a part. One would expect that a goal for all new members would 
be to learn about their work by actively seeking information. In practice there were large 
individual differences in the priority that new members gave to information seeking about 
the Board and the organisation.  The Board members with little  previous experience of 
YOUTH FOR PEACE seemed to feel more need to make sense of the organisation than the 
members  with no  previous  experience  of  Board  work did to  make sense  of  what  this 
included. 

On an organisational  level,  the importance of facilitating learning from experience was 
stressed as an aim both for increased documentation and for increased central storing of the 
documents.  When creating internal documents,  one aim was to strengthen continuity in 
YOUTH FOR PEACE and to learn from previous experiences. Documentation was seen as 
an important activity: the strategic plan written by First Board (in essence the same as the 
previous version) stated that, 

“We will become better at documenting our activities in images, video films and texts.  
Documentation is important to increase the continuity within the organisation and to  
learn useful lessons from our way of working” (Strategic plan First Board).

Such documents, generated by activities and meetings at central and local levels, were then 
to  be  stored  centrally,  again  to  facilitate  organisation-wide  learning  and  continuity, 
according to the strategic plans. This aim was also stressed by several interviewed Board 
members. Fabienne’s time in the Board had made her realise the importance of central 
archiving of documents and that 
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“it is important to create systems for the information so you know where to get it, and 
that everything is there. So one gets continuity in, whether it is courses or projects or  
Board work” (Fabienne).

Yet another aim of storing internal documentation mentioned in the strategic plans was to

“remind ourselves of how much fun we have had during the activities” (strategic plans 
First Board). 

Continuity  and  the  facilitation  of  learning  was  less  often  mentioned  as  an  aim  for 
information sharing in YOUTH FOR PEACE although the handover between Boards has as 
an implicit aim to ensure continuity, and the courses for members, which were a large part 
of the activities of YOUTH FOR PEACE, involved both much information sharing and 
learning. As one aim for meetings between local group representatives it was stated that 
sharing experiences and ideas would help create continuity, and a proposal to encourage 
regular meetings in local groups even when they were not involved in actual activities at the 
moment explained that it was 

“extremely important that there is a continuous activity in the local groups even if they  
do not at the moment plan a larger activity or project. Simply meeting each other is  
important, ... to keep the local group alive and be able to invent new fun activities” 
(proposal Second Board meeting August 2004). 

7.5.3. Supporting decision making and other tasks

As Wilson 1981 (et passim) points out, information activities are always meant to support 
some other activity, and the successful carrying out of that activity can thus be seen as the 
goal of the information action.

When seeking information for instance, individual goals could be to gain information or 
knowledge needed to accomplish specific tasks, and collective goals of the Board were 
often to find enough information to be able to make informed joint decisions. Several Board 
members also expressed the need to seek more information on local members’ needs and 
preferences in order to be able to plan the right activities and policies. For instance, at an 
observed Board meeting, Sonia wanted to ”inventory the needs of the local groups”. Sissela 
commented that this was

”a really good idea, to find out their needs, that is the basis of it all, really. Otherwise,  
nothing is worth anything” (observation Second Board meeting April 2004).

The  collective  goal  of  more  informed  decision  making  could  also  happen  at  an 
organisational  level.  On  two  occasions  traced  in  minutes  of  annual  meetings,  lengthy 
processes of information seeking were started with the aim of supporting organisational 
sensemaking prior to decision making at an annual meeting. In its answer to a member 
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proposal to increase diversity in the organisation, First Board’s suggestion was that before 
being able to act, all members first needed to 

“create a consciousness around different definitions of diversity and the problem area 
that is included in the concept” (answer to member proposal annual meeting 2004).

In the same way, the creation of internal information products was most often done to 
support some task such as decision making, planning or implementing activities. Proposals 
for Board decisions, therefore, were written with enough necessary background information 
(in  the  same  form  for  all  proposals)  to  enable  informed  decision  making.  At  an 
organisational level, the creation of internal documents was seen as a way to better structure 
YOUTH  FOR  PEACE’s  activities,  for  instance  by  creating  templates  to  help  active 
members account for their expenses. Internal documents that the Boards produced for local 
members were most often created with the aim of supporting the members rather than, for 
instance, telling them what to do or trying to make them implement Board decisions. Bea 
related the creation of documents to the Board's function to support local members. 

7.5.4. Proof and control

An aim that was relatively seldom mentioned for any information activity was to create or 
gain proof, for instance of which decisions had been made or to control whether and how 
they had been implemented. There were only a few instances in which the Board explicitly 
sought information to control the local groups' activities, for instance by asking them to 
share information about their economy and specify budgets and invoices. In a few cases, 
Board members sought more information to control each others' activities, such as when the 
Chair in Second Board was remunerated for some of her organisational work and asked to 
submit weekly reports on what she was doing, or when they repeatedly tried to find more 
information about the organisation's budget from the external accountant. Although all these 
concerns seemed perfectly legitimate and necessary for the Board work, both when seeking 
information from members and when seeking it about other activities, the Board members 
seemed to give up trying before having reached a sense of personal control of the issues. 

Local members on the other hand on several occasions asked for more information about 
the Board’s activities with an implicit aim to control Board practices. In most instances the 
Boards also strove to share as much information as possible and saw it as an important 
legitimacy issue that local members could control their activities. On the single occasion 
when  Second  Board  did  not  feel  they  could  share  all  information  on  a  complex  and 
sensitive issue, the local members did not agree. At an observed meeting, Second Board 
decided not to discuss this issue too much at the annual meeting, because, as Bea put it, 

”[the question is] how much we can discuss. Even if I don't like a top-down perspective,  
we  are  sitting on  too  much  information to  share  it  easily  at  the  annual  meeting. 
[agreement]” (observation Second Board meeting January 2004).
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However, at the annual meeting, the members did not agree to the Board's proposal and 
decided

”to create a folder on [YOUTH FOR PEACE's] internal communication system where 
the ...  issue can be  discussed and where  the Board publishes  updated information” 
(minutes annual meeting 2005). 

One little-mentioned aim for storing records such as minutes of Board meetings and statutes 
was to be able to submit them as proof to inquiries from the environment (for instance the 
tax agency would demand that constituting Board minutes of public utility organisations be 
saved for a certain period of time). However, one can surmise that this aim was known and 
passed on more implicitly.

Interestingly, the documentation and storing of decisions and strategic plans and aims did 
not in the first place have as an aim to ensure that such decisions and plans would be 
implemented in the future. While this was an aim in the creation of some documents by 
Board members in YOUTH FOR PEACE, it did not happen as often as one would have 
supposed. 

For  instance,  minutes of  Board meetings were used to control  that  decisions had been 
implemented, by checking decisions from the last meeting's minutes at each new meeting, 
and to create proof of the legitimacy of the Board's actions for the members to check. But 
more often, the aim of documenting plans and decisions was not to be able to control 
whether the plans had been implemented, but rather to support the Board members or the 
members with some guidelines. The written plans that all Board members submitted for 
their focus areas in Second Board and that were formally decided on at the Board meetings 
for instance were not used at any time to control whether the plans had been followed. 
Rather, Bea's proclaimed aim was 

“that everyone in the Board should have a clear plan for development, on which steps 
they should take. But they don't have to follow that pedantically, but to feel secure in 
their roles ...” (Bea).

This priority of support over control could also explain the process behind the rewriting of 
strategic  plans  and vision documents.  By (re-)writing a strategic  plan and a vision,  an 
organisation's future direction could be strongly influenced both in its actions and in its 
values. However, the working group in First Board writing the vision concentrated on form 
rather than on contents and the working groups writing the strategic plan in both First and 
Second Board questioned the appropriateness of trying to steer the next Board’s actions 
through their documents. In one of the plans they created, Second Board discussed whether 
to add a requirement about evaluation:

“- In the first section, it says there should be an “evaluation”, but how are they supposed 
to measure it?
...
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– We change it to “reflection”!
– Then we make it easy for the next Board...
– Yes, that's good!” (observation Second Board meeting January 2005).

The explicit aim of creating the strategic plans and the vision was not to influence future 
events or strategies, rather the focus was on creating stylistically better texts while fulfilling 
the external and internal requirements for this genre. 

Also when the Board members wrote documents about their aims and activities to pass on 
to the next Board or shared information about their experiences at a handover meeting, the 
aim of this was explicitly not to control future activities, but to support the new Board 
members to make their own choices. 

7.5.5. Visibility

To make YOUTH FOR PEACE more visible to the outside world was one aspect of an 
organisational aim of visibility that was mentioned in connection to several information 
activities. Within the organisation, an aim for sharing information was also to make Board 
work more visible to local members or to make the work of each Board member more 
visible to the other Board members.

Both at an organisational level (in strategic plans and at annual meetings), at a collective 
Board level (at Board meetings and in the budget priorities), and at an individual (Board 
member) level, “marketing”, making YOUTH FOR PEACE visible to prospective members 
and customers, was spoken of as a strategic aim in both Boards. Fiona and Sara, responsible 
for  the  areas  “External  information”  and  “Media”  in  First  Board  resp.  Second  Board, 
claimed that their major aim for these areas was to make the organisation more visible to 
other organisations and to a general public, although in practice both (but especially Sara) 
focused on passing on external information inside the organisation. Sara’s major goal for 
information management in YOUTH FOR PEACE was that the general public 

“should know something about [us], they should know that we exist” (Sara).

Bea,  while reserving her first  year as Chair to learn about her role and YOUTH FOR 
PEACE’s position, aimed to stay a second term to be able to focus on “going out and being 
visible” (Bea). 

One hoped-for consequence of marketing was to attract more members. In her plan for her 
Board work, Sonia made the connection 

“An updated website with more information will  gain more members!”  (proposal  to 
Board meeting April 2004).

Since a major strategic aim of YOUTH FOR PEACE was to make young people aware of 
and  knowledgeable  about  democracy  and  peace  issues,  the  importance  of  their  first 
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becoming  aware  of  YOUTH  FOR  PEACE’s  existence  could  be  seen  as  a  natural 
consequence. In their strong emphasis on the aim of gaining broad membership base, one 
might see the aim of emulating traditional popular movements, but there were also more 
practical considerations: a major funding agency would not continue its funding if they did 
not gain more members8. The creation of more documents about YOUTH FOR PEACE was 
seen as central to communicate with external parts. Still, neither First Board nor Second 
Board arrived at a broader marketing strategy that they could implement fully, rather they 
went straight to work producing disparate information and marketing products.

Within YOUTH FOR PEACE, the Board members experienced a gap both between the 
Board group and the local members and between member groups, and to diminish this gap 
was an often expressed  aim of  sharing  information  in  the  organisation.  Several  Board 
members stressed the importance of making the Board’s work more visible to the members, 
implying that  good information  sharing  routines  could  make  people  or  functions  more 
visible, more visibility would bring them closer together and this again would stimulate 
better work throughout the organisation. 

Birgitta mentioned that she tried as much as possible to meet local members,

“we feel that is really good because we want to lessen the distance between the Board 
and the members. ... Also to make more members understand what Board work is about  
and... what we actually do” (Birgitta).

Fiona said that the most important aim with information was

“to see to it that people feel included. Because, if I feel included in a decision, I will be  
more inclined to follow it” (Fiona).

For the same reason, an explicit collective goal for regular sharing of information within 
both  Boards  was  to  create  a  more  general  understanding of  each  others'  activities.  As 
Fabienne put it, 

“contact in between meetings is ... enormously important to bring about good Board  
work” (Fabienne).

In practice however, most Board members did not share information with each other often 
in between the monthly meetings. When they did write e-mails or call someone, this was 
prompted by a need for advice, support, or a decision that they needed to fulfil a task; they 
very  seldom had  as  a  goal  only  to  inform the  others.  With  the  adoption  of  a  virtual 
discussion forum for the Board in Second Board, some Board members mentioned that they 
did have a goal now to share information on their Board activities in between meetings, 
simply to inform the rest of the group. Barbara said that in contrast to First Board,

8  Incidentally, such a demand from a funding government agency can show that the traditional traits of popular 
movement organisations are also forced upon new voluntary organisations by its environment. 
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“it feels as if I have seen it written somewhere that we, like, should be in touch more and 
that you can send an e-mail simply and tell what you are doing” (Barbara).

Other Board members said that although they had adopted the collective aim to inform on 
their activities as their individual goal, they did not in practice reach it; yet others did not 
adopt this collective aim for themselves. 

Stina did not see the need to share information about her working process in between 
meetings and explained that she did not want to know that information from other Board 
members either:

“No, not really. That would be, if there were any problems, or if they wanted help or 
something, but simply their process,  ...,  I  don't  care so much about that, because I  
believe they can manage.... Maybe if there had been someone who didn't do what she 
was supposed to do, maybe then I would want to...” (Stina)

Several Board members had a more or less explicit goal to avoid information overload; in 
First  Board,  there  was  an  ongoing discussion  about  how much information  the  Board 
members wanted to receive unasked about the other members’ activities, where they tried to 
balance  between  making  the  Board  work  visible  in  between  meetings  and  avoiding 
information overload. Therefore, they discussed

“when we give feedback to all, so that we won't receive ten e-mails saying “yes, we 
will”. There is a point in that sometimes, but not always” (Frances).

7.5.6. Belonging and motivation

One reason why the Board members strove to make their work more visible to each other 
and to local members was to increase their sense of belonging to a community and through 
this, their motivation. 

Within the Board group, the aim to build a tight and strong group and to increase Board 
members' motivation was explicitly connected to regular information sharing in more or 
less rich media. Especially the Chair of First Board repeatedly made the connection that 
people would contact each other more easily and form a stronger group after having met 
socially, face-to-face or through social phone calls. Frances wanted to call all other Board 
members regularly for longer talks,

“because I feel that it is a good thing, just when we live so far from each other... that 
they all... feel I care about what they do, and that ... we still are a part of the Board even 
when we are at home” (Frances).

But also in Second Board, face-to-face meetings, telephone calls, and regular information 
sharing on the virtual discussion forum were seen as important to strengthen the social 
cohesion  and  individual  motivation  within  the  Board.  That  encountering  regular 
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information from other Board members could help one to feel an active member of the 
Board group was confirmed by several Board members. Fabienne, during her stay abroad, 
said she felt that the other Board members 

“took great care to include me... always when they wrote e-mails, there was a greeting to 
me, which made me feel a part of the group. ... So ... I was very active then, almost more 
active between meetings then than when I came home again” (Fabienne). 

Also when Barbara could not participate physically at the start of Second Board, she felt 
that she was 

“part of the group before... I even had been to a first meeting, because we had so much  
e-mail contact in the beginning” (Barbara). 

As the discussion on tools and resources above has developed, information sharing through 
rich media such as face-to-face meetings was also seen as a way to increase local members’ 
motivation. One aim of organising social meetings between Board and local members was 
to “pep and strengthen” the local groups and to “build bridges” between the local groups 
and between the local groups and the Board (strategic plan First Board). Local members 
demanded meetings where local group representatives could share information about their 
activities and plans, among others to strengthen their engagement in YOUTH FOR PEACE. 
On the other hand, meeting “the rest of YOUTH FOR PEACE” apart from the Board would 
also motivate Board members to do their work, as Barbara claimed at one of the observed 
meetings: 

”Where is the rest of YOUTH FOR PEACE? I don't feel as if there is anything else in 
YOUTH FOR PEACE than the Board anymore, and that is why I don't feel motivated. I  
need to  meet  some ordinary members  again...” (observation  Second Board  meeting 
August 2004). 

At  the  annual  meetings,  a  traditional  item on  the  agenda  was  ’information  about  the 
organisation‘ to newcomers. Second Board’s Chair explained that this item not only had the 
aim to give information, it would also help the newcomers to start talking with each other 
and to become included in the group. Also when creating internal documents especially for 
new members, one aim was to make them feel included in the organisation. That could be 
accomplished for instance by writing articles explaining “what kind of organisation they 
have come into” in newsletters to members (Bea) or by the Board's efforts to create more 
and ‘cooler’ information products to send to new members. To include all members in the 
organisation, it was thought necessary to write the documents in ’their‘ language, and to 
make  the  information  products  “cool”  and  easy  even  for  younger  or  less  experienced 
members. However, it was difficult for the Board members to decide how much they should 
change  the  language  from  a  more  academic  genre  which  they  themselves  were  most 
familiar with, to a more easily accessible language, and what “easy” actually meant in this 
context (observations Board meetings January 2004, April 2004).
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In the case of more or less formal documents such as minutes or strategic plans, the Boards 
repeatedly discussed whether they should try to make these fun so that members could be 
attracted by them, or whether these documents should be more officially phrased. Such 
strategic documents were meant both to present to external bodies such as funding agencies 
and partner organisations and to present internally for discussion by the local members. 
Therefore, it was necessary to find a language that was professional at the same time as it 
was  understandable  by  the  young  members  of  the  organisation.  The  solution  to  this 
dilemma  was  partly  to  add  explanations  to  complex  documents,  partly  to  distinguish 
between more official documents and internal documents.

7.5.7. Symbolic aims and goals

Some aims and goals for information activities were more symbolic. For instance, a goal of 
individual storing could come with the role of Board member: they might save documents 
in their “Board folders” not so much to use them, but because it was expected of them. 
Also,  some documents  seemed to  be  created  mostly  to  fulfil  a  symbolic  function.  An 
example was a plan to create diversity in YOUTH FOR PEACE that the annual meeting 
had decided Second Board should write. The plan was duly written by the end of the Board 
year, but none of the Board members felt that it would contribute much:

“Barbara:  I feel that we just do this now because we are supposed to do this, not  
because we have thought it through or know what we want... (others agree).
Sonia: Yes, I felt the same. 
Bea: This will just be one more text that the annual meeting will call “good” or “bad”,  
and then the next Board will have to sit and work with it anyway” (observation Second 
Board meeting January 2005).

Also the minutes of member discussions at the annual meeting that Second Board had asked 
for  as  support  for  their  work  were  never  actually  used,  more  than  that  they  gave  the 
impression that the feedback of local members would influence the Board work.

The action of documenting activities in itself  could uphold the image of a mature and 
professional organisation, as this quote from Second Board's version of the strategic plan 
showed: 

“We are a proud and mature organisation: we document and evaluate our activities and 
learn from our successes and failures” (strategic plan Second Board).

Some of the more detailed aims expressed in policy documents and strategic plans were 
never meant to be implemented. An example of this was the aim presented by First Board in 
their strategic plan that there “should” be more information in English on their website. In 
their revision of the strategic plans, Second Board changed “should” to the stronger “shall”, 
but the Chair immediately nuanced this by claiming “whether we will follow the aim or not 
later is another issue again” (observation Second Board meeting January 2005). Another 
example was the aim to increase the membership to a certain, fairly unrealistic level. This 
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was written in the strategic plans to satisfy the demands of an external funding agency, and 
the Board members discussed that they would have to communicate with the new Boards 
about the symbolic content of this aim (observation First Board meeting January 2004). 

7.5.8. Lack of unifying strategies

In general, both at the collective level within First Board and Second Board and at the 
organisational level, there did not seem to be an explicit strategy with explicit aims for most 
of  the  information  activities  such  as  environmental  scanning,  information  seeking, 
disseminating information to the environment, or the creation of documents. In the cases 
where some strategic aims were mentioned for information activities; for instance, aims in 
the  strategic  plans  about  the  use  of  media  to  share  information  internally  or  when to 
document activities and store them, this was not broken down in an operational strategy. 
Without an explicit strategy, the organisational aims depended more on the individual goals 
of the persons who were active in the different activities – their actions and activities could 
become an emergent strategy. 

For instance, in the case of environmental scanning and disseminating information to the 
environment,  the  Board  members  who  were  appointed  as  responsible  for  the  areas  of 
“external  information”  or  “media”  defined  the  contents  of  their  so-called  focus  areas 
themselves in the absence of a larger strategy. As there were little or no resources budgeted 
for representation and meetings, these had to be decided on one at a time and could not be 
developed as these Board members (Fiona and Sara) would have wished. Fiona explained 
that  she “missed common visions in the Board” and experienced her responsibilities  as 
“fairly fluid” (Fiona).

Individual Board members could have more or less interest in environmental scanning and 
as there were no previous aims to follow, this could influence the importance attached to the 
activity during a specific Board year. The same was true for instance for the creation of new 
information products, which were created largely when one Board member both came with 
a proposal and was motivated to see it through to the actual production. If the individual 
motivation lagged, the information product would likely not be created (see also 7.6.). 

7.6. Division of labour
This section concentrates on the division of tasks and responsibilities involving the various 
information activities in the Board collective. Where relevant, also the organisation-wide 
division of tasks and responsibilities  is  touched upon,  especially  when this  division of 
labour is discussed, decided on, or wished for by the Board level.

7.6.1. Formal and actual division of labour

Both First and Second Board decided on a division of broader ”areas of responsibilities” at 
their  first  meeting,  where  the  Board  members  both  decided  together  which  tasks  and 
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responsibilities should make up areas, and could choose among these areas according to 
their  own interests  (see  6.3.2.).  Some  of  these  areas  dealt  explicitly  with  information 
activities, such as the areas for ”Media”, ”External information” and ”Internal Information” 
in  First  Board,  and the  areas  for  ”External  Information”  and ”Internal  Information”  in 
Second Board.  Other  areas  brought  with  them specific  responsibilities  for  information 
activities, such as areas for ”Local Groups” or ”Volunteers”, where it was expected that the 
Board member responsible would share information with, and seek information from, these 
groups of members. 

This was the formal division of labour within the Board, but there are signs that the actual 
division of labour was more complex – Fiona felt that the focus areas were nothing but 
“silly  labels”  that  did  not  mean,  for  instance,  that  the  person  responsible  for  external 
information  automatically  would  receive  tasks  dealing  with  environmental  scanning or 
disseminating information to the environment. Rather, tasks would be divided at random at 
each meeting and all Board members could be chosen to interact with the environment in a 
specific matter. It seems to have been more important that all members could participate 
and choose among the opportunities for interaction with the environment than to reach any 
specific aims by the interaction. A problematic consequence was that if no one was willing 
to go to important external meetings or to market YOUTH FOR PEACE's services in rich 
interactions, there was no representation or marketing. 

Also when it came to seeking information within the organisation or externally, the formal 
division  in  focus  areas  did  not  play  a  decisive  role.  Rather,  in  many instances  Board 
members were picked for smaller information seeking tasks implying one or two telephone 
calls or a shorter Internet search, where the distribution of tasks did not coincide with the 
focus areas.  Somewhat larger information seeking activities were spread over all  Board 
members if possible, such as seeking information on funding opportunities or on members’ 
needs and expectations. 

Especially the formal division of responsibilities for keeping in contact  with groups of 
members did not function very well, as local members rather contacted Board members that 
they were previously acquainted with than followed the formal task description of all Board 
members  posted  on  the  website.  Most  of  the  information  from  members  that  Board 
members brought up in discussions was information they had heard in informal contacts 
with members. A Board member with a long past in YOUTH FOR PEACE explained that 

“many members would maybe rather call someone whom ... they know a little, than call  
the one who has the responsibility for the exact focus area. I talked ... with people who  
maybe  should  have  contacted someone  else  in  the  the  Board,  but  who  knew  me” 
(Birgitta). 

On the one hand, the Board members also agreed that the most important way a Board 
member could encounter information from members was by being part of local activities 
and having informal contacts with local members and that this was something that all Board 
members should do:
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“Birgitta:  We  shouldn't  just  have  one  person  responsible  for  members,  all  Board 
members  should make  an  effort  and travel  to  local groups,  at  least  one  to  each... 
[agreement]” (observation Second Board meeting April 2004).

Fiona felt that the same should be true for contacts with the staff. Although another Board 
member formally was responsible for communicating with the staff, Fiona said she used to 
call  them on the telephone to hear if  everything was all  right,  and that  this  should be 
something that all Board members should do, to show that they cared. On the other hand, 
the  Boards did want to  keep to  their  formal  division of  contact  persons  that  they had 
decided  on  at  the  first  meeting,  which  made  those  formal  responsibilities  somewhat 
problematic (see also 7.6.5.). 

Neither First Board nor Second Board construed a focus area to include responsibilities for 
the activities of storing, organising, and weeding internal documents. The Chair of First 
Board, who was responsible for the staff, did not think there were any explicit guidelines 
for the staff on what to store, or whose responsibility it was to weed the archives either. As 
there had been a high turnover among the staff, the routines for this activity could change 
several times a year. Fiona believed that the office staff was not very good at archiving 
central documents, since

”I had to have them on the computer anyway, because I sent them maybe ten times, to  
the office and everywhere... So I realised that it didn't really function centrally” (Fiona). 

Therefore, she started storing more documents herself than she otherwise would have done. 
Also Frances implied that rather than explicitly asking the staff to archive documents, she 
had chosen to store documents for and from meetings herself. Because there was no one 
explicitly responsible for weeding the archives in the office, especially the paper archives, 
but also the files on the office computer had become a “small document jungle” (Barbara, at 
observed First Board meeting January 2004) where few Board members felt like retrieving 
documents anyway. 

 Also  the  responsibility  to  provide  the  Board  meetings  with  relevant  documents  was 
informal, Sonia explained: 

“Someone usually has brought along old Board documents, but not all of us. It depends 
a little on where [the meeting] is held. If you have to travel somewhere, maybe you don’t  
bring the folder along. … If you live there so maybe you bring the folder with you” 
(Sonia).

One can thus see a movement from archiving as a central, formal activity to decentralised, 
personal actions. 

This is true as well for the responsibility of publishing policy documents and minutes on the 
website  archive,  which  the  Board  members  rotated  for  each  meeting.  First  Board 
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experienced some difficulties collecting copies of all Board minutes to add to their report at 
the end of the Board year. As they had not all been published on the website or stored in 
paper form at the office (or, if they had been, no-one in the Board knew of it), it took some 
asking around. Luckily, individual Board members had each saved some of the minutes, so 
they were able to collect all copies eventually. 

Even if the Board had decided on another division of labour internally, some information 
activities  such  as  receiving  information  from  the  environment  or  from  members, 
representing YOUTH FOR PEACE externally, or organising and weeding archives, fell to 
the Chairs anyway. Only the Chair received any number of formal inquiries from members 
and much of the external information would either come directly to the Chair or to the 
office, which, especially during First Board, would forward it to the Chair. Bea, the Chair of 
Second Board, mentioned that

“as Chair, I receive invitations. ... And there you notice this difference, which is rather 
strange, because I feel we are a flat organisation. But it gives more status to be Chair  
than anyone else, and it shouldn't” (Bea). 

Especially  the  Chair  of  Second  Board  took  final  responsibility  in  dealing  with  more 
complex or sensitive issues involving contacts  with the environment or the creation of 
funding applications  although in  other  cases,  the  Chairs  usually  tried to  share  out  any 
invitations for participating in meetings etc. at Board meetings. 

It was also tacitly assumed that the Chair was one of few people who could really do any 
weeding in the confusing mix of the paper archives and the files on the office computer, as 
she would have enough of an overview to know which files should be kept and which could 
be  weeded.  The  Chair  of  YOUTH FOR PEACE was  thus  implicitly  expected  to  take 
responsibility for weeding and organising information centrally, but this took low priority. 
When Frances was acting Chair she promised to weed and re-structure the folders, but she 
did not do this during First Board and after she had left the Board, she said it did not feel as 
urgent. Several times the new Chair, Bea, promised to take on this responsibility but she did 
not have the time to do it as completely as she planned. The Chair also had the (implicit) 
task to “nag” at local members or Board members alike so that they would complete and 
centrally store records of their activities and budgets (Frances).

None of the tasks and responsibilities mentioned above was explicitly included in the work 
load  of  the  Chairs,  often  the  Boards  had  in  fact  explicitly  tried  to  divide  these 
responsibilities over other areas. In both Boards, the Chair and the other Board members, 
therefore, felt that the actual work load was divided unfairly with too heavy a load on the 
Chair,  but  it  was  not  always  possible  to  delegate  since  few Board  members  had  the 
necessary overview. 

“There  are  some  things  that...  have  dragged  on.  And  those  have  become  my 
responsibility ... and the Board says, we trust you in this, ... but it can feel a bit lonely 
sometimes. At the same time I don't know what to do about it. Because I have most 
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information about them, and ... it can be smart that the same person works on them” 
(Bea). 

7.6.2. Scattered over many individuals

For the information activities that  did have an explicit  division of labour in the Board 
groups,  the  responsibilities  were  often  divided  over  several  focus  areas  and  several 
individuals. Since there were no explicit task descriptions of any areas (each member was 
expected to define her plans, tasks and responsibilities by herself), it could be difficult at 
times to know who was supposed to take care of what. 

The responsibility  to  maintain contacts  with the  environment  for  instance was in  First 
Board divided over the areas “External information”, “Media” and another area dealing 
with  the  prospective  customers  of  their  courses;  for  Second Board,  the  area  “External 
information” included contacts with media and a focus area for contact with prospective 
volunteers was added. All members could choose among these focus areas according to 
their  own interest.  Fiona  (responsible  for  external  information  and  media  during  First 
Board) felt that this was a mistake:

“many of those things should really be the Chair's and Vice Chair's responsibility ... for 
instance, contacts with the media. ... but Frances didn't want them, and so I got them. ...  
I don't feel that was as good ... Frances was more in the center of things and would have 
been better” (Fiona). 

Also the responsibilities for sharing and seeking information within YOUTH FOR PEACE 
were divided over several focus areas in both Boards, each dealing with a more or less 
specific group, such as “Board”, “Local groups”, “Projects”, or “Volunteers”. Moreover, 
both Boards had created a specific area called “Internal information” and had also decided 
that the tool “website” should have its own focus area. Information tasks in these areas (as 
defined by the responsible Board members themselves) included seeking information, in the 
form of feedback on what the local groups wanted from the Board, information about the 
activities of the volunteers, etc., and spreading external and internal information to them. 
The areas all blurred into each other: either they were held by the same persons, or the 
responsible Board members claimed they ought to cooperate closely. The blending of the 
different areas made it difficult for the Board members to define their own responsibilities 
and created a risk that some responsibilities would be forgotten. On the other hand, it gave 
the Board members a chance to cooperate around their activities as well.

Two areas in First Board, the one for projects and the one dealing with internal information, 
were experienced as especially difficult to define and to work with for one person. As a 
solution, both areas were dissolved in Second Board and the responsibilities were instead 
spread out over all Board members. Stina explained that the responsibilities for internal 
information were felt to permeate all other areas: 
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“there is a lot to do within internal information, but … it’s more tentative work… to 
draw members closer. And we ... have now spread out internal information so that it is 
included in all [areas] in some way” (Stina). 

While solving the problem of trying to create a content for this area that both members 
responsible for it experienced (see 7.6.4.), this may have led the strategic issues of internal 
information  to  become  invisible.  Among  others,  internal  information  was  no  longer 
reported on as a specific activity at Board meetings. 

As  the  table  below  shows,  all  Board  members  were  individually  or  in  cooperation, 
responsible for creating some internal or external documents that could rank from strategic 
to operational documents. The kinds of documents created determined to a large extent who 
would be responsible for their creation, and who would be involved. The following table 
gives  an overview of  the  division  of  labour  for  different  documents  in  YOUTH FOR 
PEACE. 

Document Responsible

Internal newsletters Staff

Policies and plans focus areas Individual Board members

Working material focus areas Individual Board members 

Website material Individual Board member; updates by all Board 
members and staff.

Regular information product for envi-
ronment (”annual report”)

Local members and Board member together

New information products The individual Board member who came up with 
the idea

Funding applications Local members for local projects; Chair or Vice 
Chair for national level

Proposals to Board meetings Individual Board members 

Minutes of Board meetings Individual Board members on a rotating schedule

Strategic documents and Board propo-
sals to annual meeting

All Board members together create drafts. All 
members at annual meeting discuss and decide on 
final versions.

Table 4: Kinds of documents and division of labour in YOUTH FOR PEACE

Also in this  case,  the responsibilities,  especially for the less  strategic documents,  were 
scattered over many Board members. Which, and how many, information products a Board 
member would create depended on how motivated she was to create documents and on how 
she had defined her own responsibilities. 

The Boards of YOUTH FOR PEACE did not have a standing secretary responsible to create 
and archive the minutes of Board meetings.  Instead,  both Boards decided at  their  first 
meetings on a rotating schedule for preparing, chairing and documenting Board meetings. 
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One reason for the rotating schedule could be to give all members an opportunity to learn 
how this was done, since several of the Board members had not participated in these kinds 
of meetings before and felt that writing minutes was part of what they learnt during the 
year.  Board members new to the task received continuous help from more experienced 
members on the phrasing of the contents. But to spread this task over many also divided the 
work load and the time the task took. Since a secretary at a meeting had less opportunity to 
participate in the discussions, there may also have been an implicit aim to include all Board 
members equally behind this decision. 

The form and clarity of the minutes varied, probably because of this rotation. The form of 
the minutes developed continuously as a mixture of personal style and discussions between 
Board members.  But sometimes,  this  personal  style  decreased the accessibility  of  their 
contents to the local members who were supposed to have easy access to the minutes. In 
some  cases,  for  instance,  it  was  necessary  to  have  access  to  the  proposals  on  which 
decisions were based to understand the decisions, but these were not always attached to the 
minutes. In other cases, the writers omitted to make clear who was responsible for which 
tasks,  which  made them more  difficult  to  check later.  These  were  typical  mistakes  of 
inexperience that decreased the efficiency of the minutes as tools for control or information. 
As  when  dividing  the  opportunities  for  contacts  with  the  environment  over  all  Board 
members, the opportunities for learning among the Board members seem to have been more 
important in this case than any efficiency in the implementation of the task.

7.6.3. Alone or together

The division of tasks, where each Board member was individually responsible for her area, 
probably contributed to their tendency not to share much information about their work in 
between Board meetings.  For instance, many Board members both planned and created 
information products for their areas more or less in isolation, although in most cases they 
would ask for feedback at least once. 

While some applauded this consequence as avoiding information overload, the fact that 
everyone had to both devise and take care of their own responsibilities, also led to role 
insecurity and task uncertainty. One can wonder whether this individualised structure did 
not work against the aim of having everyone feel part of a team, all the time, that First 
Board wanted to reach through regular and rich information sharing. Having little practice 
to cooperate around will lead to less social interaction as well, Brown and Duguid (2001, et 
passim) warn, and this seems to have been the case in First Board. 

While only one Board member was responsible for each focus area in First Board, each area 
also had a “sounding board”, a Board member with whom the responsible Board member 
was supposed to discuss her focus area. It varied how much the Board members used this 
possibility; some cooperated regularly and shared information often with each other while 
working on specific tasks, while others hardly knew who their sounding boards were.
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Second  Board  started  out  with  a  similar  division  of  individual  focus  areas  with  one 
“sounding board” each, but after some months they noticed that Board members did not 
share information on their activities although they felt isolated and insecure about their 
tasks and would have liked more communication. Sonia expressed the general feeling when 
evaluating their division of labour: 

“Everyone felt that they were fairly lonely, but no one called the others anyway and tried 
to get help. But now we will  structure it  more so that you really use your sounding 
board” (Sonia).

To encourage information sharing, Second Board changed the structure and attached two 
sounding boards to each focus area, at the same time as the Chair encouraged members to 
work together on tasks.

An example from the activity of creating information products can show how individual 
Board members were expected to take sole responsibility for executing their tasks. When an 
individual came up with an idea for an information product, it was expected that she would 
be  responsible  herself  for  the  project,  although  she  could  invite  other  members  to 
participate and should keep the Board posted on developments. Thus, when Bea presented 
an idea to create a general information brochure to First Board, the Board agreed on the 
project, and decided that Bea would be responsible for this activity and for planning its 
costs  and  budget.  She  did  make  a  start  and  found  a  budget,  but  the  project  was  not 
continued during First Board because of a lack of response from other members and a lack 
of time and energy for Bea to create the document by herself. Bea explained that

“I came up with this initiative, and I said, “I will do this!” but I haven't. I feel that is a  
little annoying, ... I will do it.
Q: By yourself?
Yes ... no-one has shown interest. And so I will have to do it by myself” (Bea).

While the responsibility thus fell heavily on the individual who started the idea, the whole 
Board group did want to be involved and give feedback as soon as Bea and one or two other 
Board members started creating drafts they could comment on, and the brochure’s progress 
was discussed at four out of eleven meetings during Second Board. Birgitta explained that 
for information products such as these it was important to work together, 

“It is important as well that many are behind [the text] and that there are many different 
thoughts involved, so that it is not only one person's work” (Birgitta). 

When Bea tried to involve relative outsiders in the creation of the information brochure, the 
complexity became clear in a discussion of the brochure during a Board meeting. After 
much detailed criticism of both contents, style and layout, Barbara concluded that 

“you can see that these aren’t experienced members in  [YOUTH FOR PEACE] who 
have written this, it isn’t us” (observation Second Board meeting August 2004).
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When the individual who came up with an idea did not want to be actively involved in 
creating the information products herself, such projects could fail. Sara for instance, while 
she wanted to have more texts created for external target groups, did not write them herself 
and explained: 

“that it doesn’t necessarily have to be me who writes the texts, that is another thing.  
But…I can encourage [by saying]“this is weird and wrong”, or “this is really good, so 
write about it!” And I like writing, it’s not that, but it doesn’t always have to be my role 
to do it” (Sara).

However, no information products were written on her initiative. A similar intention by 
Felicia, who tried to make local members write more in their local media, also did not lead 
to any documents being created.

One information activity where cooperation was both allowed and encouraged was the 
creation  of  strategic  documents.  In  contrast  to  the  individual  responsibilities  for  less 
strategic documents, major policy documents such as vision documents, strategic plans and 
Board proposals to the annual meetings were created by all Board members together, at one 
of the last Board meetings in First Board and in Second Board. These documents were 
allotted a long time to create and discuss together in great detail, both as to contents and as 
to style. In First Board, Frances, who led the meeting, pointed out that it was important to 
have consensus, on all the documents (observation First Board meeting January 2004). 

7.6.4. Fuzzy responsibilities

The difference between the formally decided on responsibilities and the actual division of 
labour, the fact that tasks and responsibilities were scattered over many similar areas of 
responsibility that all blurred together, and the expectation that all new Board members 
themselves would design and define their responsibilities from the beginning of the year all 
combined to make members experience their responsibilities as fuzzy. 

For instance, Fiona and Sara, who were responsible for external information in First and 
Second Board respectively, complained that the area was difficult to work with. Sara felt 
that

“my area is so difficult, that I don't have any idea what I can do.. . I want to have  
something to work on...[but] I only have my own fuzzy thoughts about what it is...I don't  
know...what the others have felt has been important in my focus area” (Sara)

Lack of knowledge and lack of experience were mentioned as some reasons why this area, 
in theory aimed at strategic information dissemination to the environment, was developed 
little if at all during First or Second Board. Sara felt she lacked both:
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“I really need to know everything, from whom to contact to... I would like to follow some 
course how to... there is so much I need to know” (Sara). 

Fiona missed information about  the  visions of  the  previous  Board member,  whom she 
thought 

“had ideas for things I would have liked to carry out. But now it was mostly... reacting to 
different things that came in” (Fiona).

Another reason may have been the experienced overlap between this area and others such 
as “website” or “media”, and yet another may be many Board members’ conviction that 
disseminating information about YOUTH FOR PEACE and marketing of its vision and its 
services was best done at a local level (see 7.6.5.). 

Also “Internal information” was seen as a fuzzy area by the responsible members in First 
and Second Board, mostly because its contents seemed consumed by other focus areas 
already. In First Board, Barbara explained

“Internal information, that was quite fuzzy, it didn't include the website either, so I didn't  
really do anything there. But the local groups on the other hand, that involved partly the  
same things.. .I saw [internal information] from a local group perspective, ... that one  
local group should know what another did. So you could say that I  worked with it  
anyway [as responsible for local groups], even if I didn't do it specifically” (Barbara).

 The same fuzziness  was  remarked on by Stina,  who took over  this  responsibility  for 
Second Board while also holding the focus area “website”, and who after starting up the 
virtual discussion forums felt that  “there wasn’t so much left to do concretely within that 
area” (Stina). 

The Board members who were formally responsible to act as contact persons for local 
groups of members defined their tasks in this area as mainly providing possibilities for the 
members  to  contact  them  with  their  questions  and  needs,  rather  than  simply  sharing 
information from the Boards with them. Sissela for instance described her responsibility for 
local groups in Second Board as providing 

“some kind of contact with the local groups.  And mostly if  they feel that they need 
something, help with something, they should be able to contact me for instance and I  
should help them. Or if they want to say something to the Board, or have some help from  
the Board, they can contact me” (Sissela).

However, neither in First Board nor in Second Board, did these Board members encounter 
much unsolicited information or questions from members. If the local groups were slow in 
contacting their contact persons, this area stayed empty of content. Indeed, as the Board 
year went on, Sissela had progressively less contact with the local groups. In reports from 
these areas at meetings, it transpired that there was little unprompted information; if the 
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Board member did not herself take action to collect information, she had nothing to report. 
Barbara explained that this was part of why she felt unhappy with her role as contact person 
with the local groups: 

“No, I missed that quite a lot. ...  When I heard from them it  was often response to  
something, that I had contacted them [about]. Usually it wasn’t that someone called and 
just wanted some help, or just wanted to tell something. I missed that” (Barbara).

The same was true for the “project contact persons” who also had little or no contact with 
“their”  projects  and felt  insecure  in  their  roles.  This  was  blamed on a  too  fuzzy task 
definition and too little competence among the Board members at an observed meeting:

“Birgitta: The project contact persons in the Board don't function well, we need to have  
much more control, have more financial competence ourselves and a clearer structure  
what contact persons should do, and how!
Sissela, Sonia: Yes, we don't know ourselves what we are supposed to do!” (observation 
Second Board meeting January 2005).

The expectation that the Board members would choose and design their own focus areas 
individually contributed to their experiences of their responsibilities as fuzzy. It made their 
planning a highly complex task, with potentially complex information needs, especially for 
less experienced members. Barbara, as well as Fabienne, found that the development and 
planning of their focus areas were among the most difficult parts of Board work:

“partly formal stuff, like, what is a proposal, ... but especially how to work alone, ... how 
can I be efficient, how can I develop my own ideas” (Barbara). 

Different focus areas naturally put somewhat different demands on information seeking, 
and since there was a high degree of freedom as to how to interpret them, there was also a 
difference between similar posts in different Boards. Their own definitions of their task, 
rather than any objective task description, influenced the goals they set for their information 
seeking. While some defined their task as a more strategic one, developing an area and 
pushing it forwards, others dealt with the complexity by simply decreasing it and defining 
their responsibility it in a more operational way as the implementation of a number of small 
tasks. This also decreased their need to seek information. For instance, Barbara defined her 
responsibility in First Board as 

“coordinating the local groups, and ... I sent e-mails about what had happened in the 
Board ... It was mostly sending e-mails and making telephone calls” (Barbara). 

Having received the relevant addresses and telephone numbers, she hardly needed to seek 
any additional information. Yet others chose to let areas glide and do little work on their 
own. Sara chose not to spend time on her own focus area during the first half of Second 
Board in part because she felt that it was difficult to find out what could be done, or who to 
contact about it. 
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7.6.5. Include local members

Local  members  were  allowed  and  often  encouraged  to  participate  in  all  information 
activities  together  with  or  even  instead  of  Board  members.  In  activities  such  as 
environmental scanning and disseminating information to the environment, invitations both 
to participate in single activities and workshops together with other organisations and in 
more regular representations at cooperating organisations were regularly issued to local 
members as well. This was either done informally, when the Chair contacted one or two 
members which she believed could be interested (Frances), or more formally, when Board 
members published information and invitations on the website so that all members could 
have easy access to them. And all members who were involved in local activities could and 
did represent YOUTH FOR PEACE to a larger or lesser degree to a general public. 

When discussing  ways  to  reach  an  external  public,  the  importance  of  local  members’ 
representation to gain new members was seen as so important that Felicia (responsible for 
recruitment) claimed that 

“No one in the Board can recruit members. Members are recruited, as I see it, by…  
activities, things that happen, for instance [a previous successful project]. ... It can’t be 
the Board members’ responsibility, because it simply doesn’t work that way” (Felicia).

A problem with relying too much on local members in activities concerning environmental 
scanning and disseminating information to the environment was that Board members felt 
that they did not have the authority to tell the local members what to communicate, where, 
or when. This could for instance be read in a plan by a Board member in Second Board on 
how to gain more members, where it was stated that, 

“The local groups are central when it comes to organising activities to gain members. It  
is very important that they are the ones who decide what to do, and how” (proposal to 
Board meeting April 2004).

As a result, when local members refused to become involved, nothing happened, as when 
Felicia  tried to encourage local  members to contact  their  local  media with information 
about YOUTH FOR PEACE:

“But no one did. Because the local groups were forced to write themselves what was 
happening. And there was little response there” (Felicia).

On another occasion, Board members tried to motivate local members to publish regular 
reports about their activities on the website, also with small success. 

This  freedom  might  be  problematic  even  in  cases  where  the  local  members  did 
communicate with the environment. Whereas active members who led courses in YOUTH 
FOR PEACE had to participate in the same courses before they were allowed to lead them 
and thus learnt about YOUTH FOR PEACE, members who started their own projects or 
Board members did not need to have a past in YOUTH FOR PEACE. This could lead to 
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representations that were not in accordance with organisational visions and traditions as 
understood by most other members. Moreover, it might not be democratically legitimate for 
members without commissions of trust to represent YOUTH FOR PEACE externally. In 
Board discussions, proposed solutions were that the Board should prepare better material 
for local members to hand out, that Board members should talk to the local members who 
maintained contacts with the press, or that all active members should participate in some 
courses on the organisation and on media training (observations and minutes Second Board 
meetings). Not all suggestions were carried out; the handout material took a long time to 
produce and the courses were not arranged during First or Second Board (minutes Board 
meetings First and Second Board).

Also in other information activities such as seeking information, local members could be 
actively involved on an organisational level. For instance, when, some years before First 
Board's  term,  the  annual  meeting wanted to  discuss  which methods  could be  used for 
activities  within  YOUTH FOR PEACE,  the  Board  suggested,  and  the  annual  meeting 
agreed, that there was a need for more information to be analysed and discussed before any 
action could be taken. The issue was referred to an open discussion group of members who 
prepared a document with background information and a proposal for the following annual 
meeting. The process took a long time and caused intervals of one or more years before any 
action could be taken,  but  involving all  interested members in the information seeking 
process as well as in the decision process was seen as the legitimate way of making this 
decision. 

Also  when creating,  and even organising,  organisational  documents,  efforts  were  often 
made to involve local members actively.  However,  this did not always mean that local 
members participated. As Board members responsible for the office in an earlier Board, 
Felicia and Frances had tried to invite local members to help organise the office. They 
hoped for some experienced members to help weed the paper archives, but met with little or 
no response. 

“We were to have a cleaning week, ... and whe had planned that ... one group should 
work with the archives. But since it was just us [two], we only did the kitchen. And then 
we had some other idea to invite at least some of those who had been active a bit longer,  
and who are good with archiving systems... But that didn't work out either” (Frances). 

Board members from First or Second Board tried to involve local members as co-creators 
of information products as diverse as member newsletters, working material for activities 
such as internal or external courses, website chronicles, and regular or new information 
products about YOUTH FOR PEACE for different target groups in the environment. 

For instance, at the end of their year, Second Board came up with an idea for an internal 
magazine to be distributed to all members. While the first issue would be created mostly by 
the Board, as a test, the plan was to have a mixed working group of local members and 
Board members, if there was interest from the members (minutes Board meeting September 
2004). The creation of a folder on “democracy issues” started by Frances together with 
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some local members was an example of working material that involved cooperation of local 
members. Frances asked the Board members to call some active members and encourage 
them to come to a weekend meeting where the first version was created (observation First 
Board meeting January 2004). 

Local  members  could  either  be  involved  as  co-authors  or  as  informants.  The  Boards 
preferred to involve them as active co-creators, working together and creating information 
products in a face-to-face environment, but often they had to be satisfied with using them as 
informants because it  cost relatively less to include more people.  This is shown in the 
following abstract from a Board meeting discussion:

”Stina, Sissela: It would be good to be more people [when updating material on project 
work], maybe we could discuss it more at Board meetings?
Barbara:  Many  outside  the  Board  have  knowledge  about  projects,  they  should  be  
included…
Stina: Yes, or interviewed!
Sissela: We could invite all old, or active members that are responsible for projects for a 
day in [city] for discussions…
Stina: But how will we get them here? Costs?
Birgitta: Better to meet as many as possible, or have telephone interviews –
Bea: Yes! 
Birgitta: Then we can discuss it in the Board again” (observation Second Board meeting 
April 2004).

At  the  annual  meetings,  all  members  present  participated  in  active  discussions  of  the 
strategic documents. At one annual meeting, no less than thirteen changes were proposed to 
the strategic plan by thirteen different members including some Board members, of which 
eleven were approved. About half of these were stylistic changes, the other half dealt with 
contents,  adding  aims  or  specifying  them.  Also  the  Chair's  report  of  the  activities  in 
YOUTH FOR PEACE during the year was amended in a lively discussion at the annual 
meeting: here there were nineteen proposals by twelve individuals, all of which were agreed 
to. Most proposals were either about purely stylistic changes, or specified the contents of 
the report (minutes annual meeting 2005).

7.7. Rules
Generally speaking, there were few explicit rules, policies, or obligatory routines for any of 
the information activities in YOUTH FOR PEACE. Most policies and rules were developed 
for the activities of internal information sharing and to some extent, the documentation of 
organisational activities and the organisation and storing of these documents. Apart from 
some routines or rules imposed by the environment and a very few organisational policies 
that  lasted  over  several  years,  routines  and  rules  for  information  activities  on  an 
organisational or on a collective Board level  were decided on by the Boards and were 
applicable for that Board term only. 
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7.7.1. Externally imposed – or expected

Even  though  YOUTH  FOR  PEACE  was  too  small  an  organisation  for  any  legal 
requirements about formal documents to apply, they still followed the tradition among most 
Swedish  voluntary  organisations  of  creating  a  Chair’s  report  and  a  financial  report  to 
present at annual meetings, as well as submitting minutes of all Board meetings to internal 
accountants. They did need to create (and submit) statutes and minutes of annual meetings 
in order to be eligible for government funding, as well as a financial report in order to 
receive tax benefits.

The funding agencies supporting YOUTH FOR PEACE each specified their own rules for 
how a funding application should be structured, which documentation should be added, and 
how and  when  the  applications  should  be  sent.  As  Frances  explained,  being  a  youth 
organisation made it a little easier to communicate with them about these rules:

“still, we are a youth organisation, we do as well as we can, and the funding agencies  
know that. ... people expect us to be a bit young and inexperienced” (Frances). 

A major funding agency required them to create three-yearly strategic plans. Some of this 
agency’s rules for funding, such as their intention to only fund organisations with a high 
number of members,  moreover  prompted the inclusion of unrealistic  aims in the  plans 
themselves. In Second Board, a demand from an external funding agency also resulted in 
the adaptation of YOUTH FOR PEACE's statutes. The Boards saw these changes as purely 
formal requirements and did not explicitly connect them to any changes in their practice: 

[Bea gives a background for the changes in the statutes: they are on account of funding 
agencies' requirements] ...
Sissela: “What does it mean in practice for the organisation...? ...
Bea: I don't know, actually, but [funding agency X] wants it like this... I could check”.
[the  discussion  continues  a  while  with  more  questions  than  answers,  but  mostly 
concentrates on style. A proposal for the changes in statutes will  be presented at the 
annual meeting] (observation Second Board meeting January 2005). 

7.7.2. Organisational rules: few and not enforced

One of the few longer-lasting policies that could influence information activities in YOUTH 
FOR PEACE was a policy only to cooperate with like-minded organisations for any longer 
duration, which could influence which more regular external contacts were brought into the 
organisation, which organisations were most targeted for disseminating information to, or 
which major external information sources were most easily accessible. Arguably, also the 
unwritten,  but  outspoken policy  to  prefer  younger  people  as  staff  and  members  could 
influence the information needs and information seeking behaviour for the staff and Board 
members since it influenced which experiences and which acquaintances they could draw 
upon. 
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For  the  creation  and subsequent  storing  of  internal  documents,  there  were  some more 
lasting rules to follow in YOUTH FOR PEACE’s statutes. A paragraph there stated that, 

“At all the organisation’s meetings minutes must be written. Decision minutes shall be  
accessible for the organisation’s members and for those with commissions of trust. All  
documents shall be archived” (statutes).

Neither the first statement, that all meetings must have minutes, nor the second, that all 
documents must be (centrally)  archived,  were followed at  all  times in practice though. 
Local meetings often were not documented at all, or the minutes were not sent in to be 
archived centrally. Barbara believed that

“in the local groups, not all write minutes... or they might write minutes without me 
knowing about it” (Barbara).

and from a local group perspective, Fabienne explained that 

“it is easy to forget about [sending in minutes to be stored centrally]. It is very important 
but... you don't have time and then you forget about it” (Fabienne). 

Otherwise,  policies  and  routines  were  developed  anew  each  year  through  continuous 
discussions in the Board. For activities such as environmental scanning and disseminating 
information to the environment, neither of the Boards developed any written policies to 
decide, for instance, whether and how information encountered by Board or local members 
would be spread to the whole organisation, or how best to disseminate information to the 
environment. A need for more long-term policies on how to deal with the environment was 
felt by the Board members of Second Board though, and as a result, there was some talk on 
their Board meetings on the need for a policy deciding in which instances information about 
YOUTH FOR PEACE that local members communicated to the media should be previewed 
by the Board. However, there was no agreement as to the necessity of a formal policy: 

“Barbara: It is great to be visible in local media etc., but the Board should have some 
overview of what everyone is saying... so it's not incorrect.
Bea: That depends, if it's about what [YOUTH FOR PEACE] thinks the Board should 
see it, but not otherwise.
...
Sissela: We ought to have a simple media policy och make it accessible to all. ...
Birgitta: No, we should talk to people responsible for projects and local groups instead!” 
(observation Second Board meeting April 2004).

Another  result  was  that  Sara  started  preparing  a  media  strategy  during  Second  Board 
(which she did not finish by the end of her Board term). Its aim was reported to be, 
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“to know clearly why and how we use media, as well as create an agenda (for instance  
when there are elections) about how and when we want to write debate articles etc.” 
(Board meeting minutes November 2005).

A new aim in the strategic plan proposed by Second Board stated that from now on all 
contacts  with media  should follow such a media  strategy and indeed the  strategy was 
finished some time after my study. 

The Board in place the year before First Board had decided to archive “central documents 
(minutes, policy documents, etc.)” on the website, to make them accessible to members 
(Chair’s report 2003). This decision was one of the few that seemed to have survived more 
than one year, as both First and Second Board also tried to follow it. Also the minutes of 
one of First Board’s meetings claimed that 

“the  larger  part  of  the  organisation’s  documentation  shall  be  accessible  from  the  
website. There are plans to create a simple model for documenting activities” (minutes 
Board meeting August 2003).

However, there were no more formal decisions taken at that time and it was not mentioned 
again.

First and Second Board also tried to create some policies for how local members should 
communicate  with  the  Board  during  their  terms,  such  as  deadlines  for  when  to  send 
proposals to meetings. Members did not always follow these deadlines, which some Board 
members complained made it hard for them to prepare for meetings. On the other hand, nor 
did they want to refuse proposals that had been sent in too late. A policy to force local 
members to account for their expenses in a more formal way was discussed during Second 
Board, but not created because Second Board believed that central routines could be at fault 
rather  than  members’ reports.  Second  Board  also  repeatedly  decided  on  a  policy  to 
encourage volunteers to send in more documentation of their activities and even included it 
into their strategic plan. However, this was not yet implemented by the volunteers during 
the Second Board’s tenure .

Apart from the Boards, the annual meetings could also make decisions that in effect became 
rules to be followed by the (next year's) Board or the local members.  This could be a 
decision that all Boards had to organise face-to-face meetings for local groups once a year, 
for instance, or that Second Board was to focus on “internal information”, or a decision 
upon the creation of single documents, such as the annual meeting decision that the next 
strategic plan should include measurable goals. Such decisions could either be documented 
in the minutes of the annual meeting or become included in the strategic plan decided on at 
that meeting. 

Such  decisions  were  not  always  completely  implemented  either.  In  the  cases  where 
something  did  happen,  it  often  took  much  longer  than  planned.  At  one  of  their  last 
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meetings, Second Board discovered that they had unwittingly gone against some decisions 
in the strategic plans:

[While reading last year's strategic plan to create a new version]
Bea: “Oh, did it say that, then we have gone against the strategic plan! Oh well...” 
(observation Second Board meeting January 2005).

Other decisions, such as that the Board should create the opportunity for a local group 
meeting at the next annual meeting (Fiona) or that they should look into possibilities for an 
intranet (observation First Board meeting February 2004), were not followed either by First 
Board. In sum, we can conclude that on an organisational level, there were few explicit 
policies created to manage information activities of Boards and members, and the existing 
ones were often not followed through. 

7.7.3. Within the Boards: more rules, but still flexible

The Boards decided jointly on their own policies for how to behave, among others when 
involved in sharing, seeking, or creating information. Most of these routines and rules were 
decided  on  at  their  first  meeting,  the  kick-off  meeting,  and  written  down  in  their 
cooperation contracts, although some rules were either revised or created during the rest of 
the Board year and then documented in the meeting minutes. 

Most of the policies and rules decided on for information activities  dealt  with internal 
information sharing within the Boards. Routines for information sharing between and at 
meetings formed a large part of the policies both Boards put in their cooperation contracts. 
Several of these stated that there should be regular information sharing in between Board 
meetings and that all Board members should give constructive feedback to each others' e-
mails or postings.  Another policy both Boards decided to follow was that all  members 
should make regular telephone calls to each other regardless of whether they had something 
specific to discuss:

“we had an – assignment, maybe I should call it, to call someone in the Board between 
each meeting. To keep in touch” (Felicia).

In contrast, there were few explicit policies for environmental scanning or disseminating 
information  to  the  environment.  Rather,  Second  Board  agreed  during  one  of  its  first 
meetings not to decide on a general policy for travel refunds for external representation, but 
to discuss the travel costs of every such instance separately. In First Board’s cooperation 
contract there was no explicit policy that could be applied to information seeking actions 
either;  however,  it  was  stated  that  all  Board  members  should  come  prepared  to  the 
meetings, and several of the members interpreted it as their responsibility not only to read 
all received information, but also to seek out more if any of the information was unclear. 
This was expressed explicitly in Second Board’s cooperation contract where one paragraph 
stated:
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“When absent from a meeting, one must find out what happened / was discussed during 
the meeting” (cooperation contract Second Board).

and two more paragraphs said:

“We dare be honest and ask each other if we have questions about something”, and “We 
dare ask about how things are going” (cooperation contract Second Board).

Also for storing information, there were few rules: the only rule that applied to them as a 
collective was the decision (in both Boards) that minutes should be published within a week 
from the meeting. 

As can be seen above, the policies in the cooperation contracts for both Boards were very 
similar. Still, several members pointed out that each Board in principle could make up new 
policies, that it was:
 

“very much up to each Board to decide. So we don’t have policies for how it should work 
for all Boards” (Birgitta). 

Bea explained that, 

“yes, we agreed on the same things last year, but ... it isn’t very unusual that they become 
more or less the same” (Bea).

She attributed this to the fact that Chair and old-timers proposed the routines and rules that 
had worked well the year before and this was usually accepted by the new Board members. 

One rule that did seem to have changed a little between Boards was a stronger emphasis on 
the importance of sharing information with each other, Barbara believed: 

“…I think that there was some such point in the cooperation contract, or in some way, it  
feels as if I have seen it written somewhere that we… should be in touch more and that 
you can send an e-mail simply and tell what you are doing” (Barbara).

To Barbara, it did not feel allowed to send informative e-mails during First Board, whereas 
she now felt encouraged and also liked receiving such informative e-mails herself. 
 
Like Barbara, most interviewed Board members remembered some or all policies from their 
cooperation contracts more or less vaguely (Birgitta remembered them “by heart”, but she 
was the only one), but several mentioned that they were implemented rather badly. No one 
seemed to have argued with the policy to call each other every week to stay in touch or get 
to know each other (present in both Boards), but still they tended to forget to implement it 
or not find the time. As Felicia explained,
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“it was like this – we forgot about it, I think. And then someone would bring it up at a 
meeting, “yes, that's right, that could be a good idea, I should have ... called”. But then 
you forgot about it [again]” (Felicia).

Bea felt that it probably had been an unrealistic policy in the first place: 

“Even if I probably didn’t feel that it was feasible, that we should decide to phone each  
other each week… it feels a lot, precisely with this question, how often one should get in 
touch… I think it is good if one aims a little higher than what one can handle… Rather  
that than aiming too low” (Bea).

Not even Stina, who had initiated the decision in Second Board, implemented it. She did 
not believe that many acted on it, but like Bea, she did not feel that implementation was the 
most important aspect of the policies: 

“I didn’t do it myself to be sure (laughs), it disappeared. But I think it opened up quite a  
lot. Otherwise, I think that they [routines before meetings], aren’t extremely strict. But 
you try, we all try to keep them. You try, but it doesn’t matter if you fail…” (Stina).

The jointly decided rule that all Board members should give feedback to all group e-mails, 
however, was subject for discussion in both Boards. During First Board almost none of the 
members seemed to have implemented the original policy. Fiona felt, 

“there was a naivity that made some people disappointed when people ... didn't answer  
their e-mails. ... You are naïve when you believe that people only need to check [YOUTH 
FOR PEACE]. There are a lot of other things to do as well” (Fiona). 

Fabienne admitted that although she was aware of ongoing discussions that all members 
should answer all e-mails, she herself

“answered those mails that I had something specific to say about. But I did not answer 
everything, as I know many wanted us to” (Fabienne).

Felicia and Bea disliked receiving what they felt were content-less group mails, and Frances 
felt that: 

“there is a point in [feedback to all] sometimes, but not always” (Frances).

They did not, however, revise their policy, simply did not implement it. The same policy, 
and similar discussions, were repeated in Second Board.

Oral discussions of jointly decided and documented policies could confuse the issue of 
what  the  policies  actually  were  about,  as  can be  seen in  the  following quote  from an 
interview with Sara:
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“Q: Is that something you have discussed in the Board, what you use the forum for,  
and what you use e-mail for?
Sara: Maybe not exactly discussed what we use it for. Or yes, maybe we have, after all… 
For the Board forum we have discussed it I think.
Q: Do you remember what was said?
Sara: No. But I, we always say that we will use it more (laughs). That it is an important 
communication, a platform where we can meet…. it was probably that it is important  
that we all use [it] and that we all answer to what we feel is relevant. ...
Q: And do you feel that you follow this also?
Sara: No, or yes, in some cases I feel very active…. Other times it feels, no, that wasn’t  
relevant, and then I don’t answer it. And I think we have talked about that a little this 
weekend, …. And if you feel it is relevant, that you want to say something about that  
issue ... then you can. But you don’t have to comment everything that has been posted. So 
that was a relief that that was made clear, that… I only need to answer what I feel is  
important” (Sara).

The discussion Sara referred to did not end in a written decision one way or the other and 
was taken up again at a later meeting, where it was stated again that the Board members 
should reply to  all postings. One can surmise that, when oral discussions are allowed as 
guidelines for how written rules should be implemented (without changing the original 
documented rules), there will be more ambiguity where different members follow different 
interpretations of what the rules actually say. 

7.8. Values
The values that mediated information activities in YOUTH FOR PEACE were defined in 
Chapter 4 as the implicit understanding of what is allowed, what is encouraged, and what 
one simply doesn’t do in any institutional environment. Their implicit nature means that, in 
contrast to the rules, which were explicit and in most cases documented in writing, values, 
or rather, how the individual Board members understood them, have had to be inferred from 
the rules, assumptions made in documents, discussions in observed meetings, statements in 
interviews,  and  the  actions  themselves.  For  a  value  to  be  identified,  many  different 
statements,  discussions and occurrences in the material  had to refer either explicitly or 
implicitly to a  similar understanding of what was legitimate or not legitimate to  do in 
YOUTH FOR PEACE.  In  practice,  this  also  means  that  the  examples  of  this  section 
sometimes refer back to descriptions in the other sections, as the found values often are 
operationalised in the aims, goals, division of labour and rules expressed in documents, 
interviews and activities that were described above. This section presents five values or 
groups of closely connected values found as aspects in one or more information activities in 
the Boards of YOUTH FOR PEACE.

7.8.1. Internal democracy, inclusion and equality

While not totally synonymous, the values of internal democracy, inclusion and equality lie 
so close to each other that they are treated under one heading. ”Internal democracy” refers 
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to the internal decision making structures that are seen as the only legitimate choice for 
YOUTH FOR PEACE, where all  members have the right  to participate in all  decision 
processes. In some cases, this can be operationalised more in the form of a representative 
democracy, as when local members choose Board members once a year to manage day-to-
day decisions. In others, it can be more in the form of a grassroots democracy, as when all 
local members can participate in deciding the form and contents of the strategic plans at 
annual meetings. ”Inclusion” can be seen either as social inclusion, the understanding that it 
is  essential  that  all  members  should  feel  that  they  belonged  to  the  community  of  the 
organisation, or as the understanding that all members should be included in all activities. 
The inclusion of all  members in information activities is in itself a prerequisite for the 
possibility to include them in decision making processes, as they cannot make informed 
decisions without receiving all information. ”Equality” finally refers to an understanding 
that  there  should  not  be  any  differences  between  how any  members,  local  or  Board 
members, are treated, or what they are allowed, or asked, to do in the organisation. A total 
reliance on the value of equality behind the division of labour for instance can imply that it 
does not happen according to position, experience, or competence, but that any member can 
take any task.

Internal  democracy was  visible  as  a  value  beneath  the  assignment  of  organisational 
information seeking to legitimately chosen groups and the assumption that there needed to 
be  enough  time  for  information  seeking  before  decision  making,  even  if  that  meant 
postponing decisions for several months or even years. The same value could be behind the 
insistence of the Board members to seek members’ opinions and input whenever possible. It 
could also be glimpsed in the freedom local members had to create their own information 
products – the Board explicitly did not want to circumscribe their freedom by creating 
policies. Some discussions about the legitimacy of non-Board members’ representations in 
external organisations suggested a wish for more formally democratic legitimacy which 
could compete with the “equality” value that was also invoked when both Board members 
and other members were seen as possible representatives. 

Including all members both by giving them open access to all information and by inviting 
information and suggestions from all members was a key value behind most actions and 
discussions in internal information sharing. At Board level, the inclusion of all members 
could be seen in the often claimed goal of making people feel part of the group or the 
organisation  and  in  details  such  as  having  greetings  to  absent  members  in  all  e-mail 
communication,  having  a  specific  item  on  the  agenda  where  everyone  could  share 
information about their personal lives,  taking care that all  members could express their 
opinions, or even in the playful representation of absent members by putting a little crown 
or other object in their place. Some of this was regulated in the cooperation contracts, such 
as the rules that

“we have a “round” [to share personal feelings and information] before and after each 
meeting”, or “we respect each other when others are speaking” (cooperation contract 
Second Board),
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other things were visible in the observed meetings or in e-mail communication.

At an organisational level, the value inclusion could be seen in Board members’ concern to 
share all Board information with local members, for instance by making it a part of several 
Board members’ responsibility and by publishing Board documents on the website, as well 
as to try to find ways to receive more feedback from local members and have them share 
more information spontaneously. Second Board's Chair's report claimed that

“A motto for this year has been to make it easy and fun to become engaged in [YOUTH 
FOR PEACE]. We have worked for that by creating a close relationship between Board 
and members so all can feel included, receive feedback on their ideas and support from 
the organisation” ( Chair's report 2005).

That local members expected to be included in all information sharing could be seen in 
their demands to make the website more interactive or to receive more information on 
Board activities. The clamour from the local members to make the information sharing 
more interactive may include a symbolic element, as the local members did not seem to use 
the interactive possibilities that were given, or comment or act on the information provided 
by the Board.

The importance of this value, and how much including all members in all information was 
seen as the only legitimate way of acting in YOUTH FOR PEACE, could also be deduced 
from an  instance  where  Second  Board  chose  not  to  share  information  with  the  local 
members, namely when they decided to have a closed discussion forum. The legitimacy of 
this was discussed at a meeting where a Board member put forward that this could seem 
strange to local members and it was decided to open the forum to any member who asked 
for it (observation Second Board meeting April 2004). The issue was also brought up and 
defended as legitimate by three of seven Board members in their interviews, for instance by 
Bea:

“then we thought, we could have  [a forum]  for the  Board as well,  where  the local 
members don't have access. That is because there may be things that aren't finished that 
you can post there. And then the members might think, there might be rumours that the  
Board has done this, and then the Board hasn't done it. But, if, we don't know, if they 
would feel that is undemocratic, then they could surely open it up sometimes, it's not a  
big thing or so” (Bea). 

The close connection between internal  democracy and inclusion in internal  information 
sharing was explicitly made in the strategic plans (see 7.5.). The members needed to be 
given as much information as possible to be able to be included in the decision making 
processes. As Sonia, among others, put it, 

“if I don't have information I can't make a decision. And that is a democracy issue. So in 
order to be a democratic organisation everyone should have access to all information in 
some way” (Sonia).

154



One way to ensure this was to archive as many organisational documents as possible, and 
values such as inclusion and internal democracy, can be seen behind the high importance 
given to the idea of central archiving in strategic documents and in interviews. For instance, 
when asked what was most important when working with information in YOUTH FOR 
PEACE, Barbara answered

“I  think that  it  is  especially important  to  document  [activities],  and  save  it  in  an 
accessible place, and spread the information” (Barbara), 

and elaborated with an example from another organisation, where “there was one person 
sitting on all information”, as part of what was wrong there. Also the statutes mentioned 
that 

“minutes shall be made at all meetings in the organisation. Minutes of decisions shall be  
accessible for all members in the organisation and for those with commissions of trust.  
All documents shall be archived” (statutes).

The easiest access for members living at a distance from the central office was over the 
Internet, and the value of inclusion thus made the choice of the website as an open archive 
understandable. 

On the one hand, several Board members expressed that all members should have access to 
all  external  information  that  the  Board  received,  on  the  other  hand,  they  agreed  that 
members  probably  would  not  want  all  unsorted  information.  Still,  Sara,  who  was 
responsible for weeding among the information before distributing it to all members, felt 
uncomfortable about the responsibility:
 

“Mostly I have brought it up on meetings, what I have felt was relevant. But it feels  
difficult, too, that I should sit there and pick what I think is relevant. Although it is on the 
basis of our values and such also” (Sara).

The value inclusion also came into play in issues of organisational information seeking, 
when at least in one instance all members were invited to participate in a long process. 
Also, when information was sought for decisions in the Board, for planning strategies or for 
implementing  tasks  it  was  seen  as  important  to  include  all  Board  members  and  local 
members as much as possible. Moreover, it could be seen behind the Board's efforts to 
encourage all members to participate in creating information products. Including as many 
as possible in the creation gave more legitimacy to the product, and the long time given to 
discussions at Board and annual meetings to ensure that all (Board) members were included 
in the whole creation process showed that inclusion both in information seeking and in the 
creation of documents was seen as more important than the efficiency that was lost through 
such long and complicated processes. 
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The  value  of  equality was  implied  in  the  division  of  labour  and  the  priorities  of 
environmental scanning and disseminating information to the environment, as it seemed 
more important that all members could be in positions to come across external information 
and that they should have the right, the possibility, and sometimes the responsibility to 
communicate with the environment, than that there was a division of labour according to 
competence, previous knowledge, or commissions of trust. This could be seen partly as a 
way to divide the work load, partly as a right for all members. An example where this value 
shines through is when Bea, Chair of Second Board, regretted that she as Chair received 
invitations that the others did not (see 7.6.1.). 

A similar reasoning might lie behind in the care the Boards took not to take any advantage 
of their being Board members, such as having more than their absolute costs for travel and 
telephone calls refunded. Indeed, even though most Board members felt that they should 
not have to pay to work voluntarily, in both Boards it was more or less tacitly agreed that all 
but the Chair should pay for their telephone costs for Board work. 

An understanding that one should try to treat all members equally was also seen in a certain 
reluctance to rely on the Board members who also happened to be active in local projects as 
contact persons for these projects, since this might give a biased picture. At an observed 
meeting in First Board, for example, Birgitta points out that

”the point is that it is preferable that a contact person to a project should be outside the  
project. It is a bit unfair to other projects if we listen more to Bea because she has been 
on all project meetings etc.” (observation First Board meeting January 2004). 

This logic was not recognised by all, as the proposal from a project to have a certain Board 
member  involved in  the  project  showed.  To defend the  proposal,  the  project  members 
argued that 

“We believe that his  engagement in  YOUTH FOR PEACE’s  Board  will  favour  the 
communication between the project and the central organisation. We can get tips and 
you can more easily partake of our experiences” (Proposal to Board meeting April 2004)

But the proposal was turned down just because of legitimacy reasons (observation Second 
Board meeting April 2004).

Equality as a value could also have informed the division of labour in storing and retrieving 
information, where Board members, local members and staff members alike should bear the 
burden of archiving, publishing on the website, and have the opportunity to create their own 
structures in the office computer and their own folders in the office, rather than assigning 
this (fairly tedious) duty to one or a few persons.  This  also meant that  in practice,  all 
members  could  decide  themselves  what  was  to  be  seen  as  valid  organisational 
documentation and thus to be stored. 
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Finally,  equality and the inclusion of all  Board members in the discussions rather than 
“efficiency” may be the major values (together with “learning”, see below) behind choosing 
rotating rather than standing secretaries. Again, the equality value stipulated that all Board 
members could and should share all tasks rather than giving the chore to one person, who 
would then have less opportunities of partaking actively in discussions. 

7.8.2. Flexibility

A value I have called “flexibility” influenced the division of labour and the design of all 
tasks and activities  in the Board, which in turn had an influence on how actions were 
performed in all information activities. Partly, this was the idea that each Board, and each 
Board member, could have a large degree of freedom to choose which activities to focus on 
and to design their own work. It was expected that each Board, and each local group, could 
and should decide on their own policies and activities. Partly, this value was visible in the 
tolerance for both local members and (though to a lesser degree) Board members to do as 
much or as little as they wanted, independent of what they had taken upon themselves to do 
(the fluctuating involvement discussed in 6.5.2.). 

The value of flexibility was visible in the activity of environmental scanning, for instance, 
in the fact that there were no fixed functions or responsibilities. Each new Board could 
decide on policies or strategies for environmental scanning, and on new divisions of labour. 
Individual  Board  members  could  choose  how  much  they  wanted  to  deal  with  the 
environment, in which ways, and what they wanted to focus on, as well as what and how to 
report in most cases.

The same value also influenced the individual information seeking of Board members for 
their own responsibilities, where there was a large variation in how much effort they put 
into their information seeking actions and which sources they chose to use, as well as how 
they divided the responsibility of collective information seeking. The belief that each Board 
should recreate their organisation anew could also explain the lack of interest by new Board 
members in the previous Board’s activities (see also 7.4.). 

Again, it came through as an important value underlying the activity of creating documents, 
when recorded decisions by the annual meeting or by the Board were seen as negotiable and 
the Board members creating strategic plans showed a marked reluctance to constrain the 
next Board’s freedom in any way by written aims. This flexibility may be most visible in 
the construction of the strategic plans. Acting on the demand of their funding agency to 
present three-year plans, the Board rewrote their objectives every year to be accomplished 
by the end of the new three-year-period. In this way their deadlines always stayed three 
years ahead of them and never had to be met9. Still, they were reluctant to put in measurable 
goals in the plans, as this discussion at an observed meeting in First Board shows:

9  This was recognised as a problem most explicitly in an internal revision some years after SECOND BOARD, 
which suggested having additional one-year plans. But this is beyond the temporal scope of my study.
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”Fabienne:  Do  we need  to  put  in  how many  in  the  strategic  plan, it  becomes  so  
detailed?”
Fifi: But the strategic plan has to have measurable aims.
Barbara: But when we discussed this in the autumn, we decided that these aims would 
only be applicable under a limited period...
Filippa: ... I don't want to put clear numbers in the plan ... If we write them this way, the  
next  Board  will  have  a  “hunt  for  numbers”.  That  is  a  new  way  to  manage  the 
organisation, do we really want that? 
... 
Fifi: The annual meeting has decided it.
Filippa: In that case ... I think it is unreasonable, but maybe we have to do it, then. 
(observation First Board meeting January 2004). 

The unwillingness to constrain new Board members might also be seen in a remark by 
Birgitta about how to support new Board members:

“I strongly believe that, if you support and help ... but also ...let it take a month or two.  
... they have to be allowed to try and see, ... and that I don't, just, “no, we did this last  
year and it didn't work”, but rather “try and see”, and if it doesn't work, well [then it 
doesn't]” (Birgitta). 

or Bea’s remark at a meeting, that 

“Now I am going to say something that you shouldn't say in a Board” (observation 
Second Board meeting April 2004), 

before going on to say what had been tried in an earlier Board. It can also explain the focus 
in the handover on more general tips and reassurances rather than on specific activities and 
strategies. Whereas First Board, who shared the information, also did add some documents 
on  specific  activities,  the  new members  in  Second  Board  only  remembered  the  more 
general parts. 

7.8.3. Own responsibility

Another  value  I  have  dubbed  “Own  responsibility”  was  expressed  by  several  Board 
members in First Board and in the cooperation contract of Second Board as a responsibility 
to prepare for decisions by actively seeking information if the received data for decision 
making  were  unclear  to  them.  This  value  is  somewhat  contradictory  to  the  value  of 
flexibility mentioned above, and indeed, in practice there was a large tolerance for Board 
members who had not sought all information before meetings, for instance by allowing 
them time to read documents or ask questions at the meetings instead. 

The same value could account for the understanding that anyone suggesting an information 
product could expect to be responsible for its production. When Board members were not 
willing  to  take  the  responsibility  for  creating  information  products  that  they  proposed 
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should be written, these products, more often than not, were never implemented. This was 
the case with Sara's idea to have more external documents written, or Felicia's effort to 
make local groups write articles (see also 7.6.3.). 

The assumption that anyone who experienced a disturbance in some activity or routines was 
supposed to do something about it herself could also account for why so little action was 
taken on something so supposedly important as the weeding and maintaining of the central 
archives, which several members of First Board noticed as a problem. Stina, who saw a 
problem with the vulnerability of the paper archives in Second Board, explained that she 
did not care enough to take the responsibility of fixing it, and thus nothing would happen.

7.8.4. Efficiency

Most often other values such as equality, flexibility, or learning dominated any wish to 
make information activities  more efficient,  for  instance by making information seeking 
processes shorter or by assigning tasks such as writing minutes or communicating with the 
environment to a few members (or staff) who were, or could become, more experienced and 
thus more efficient.  There were a few exceptions to this though, as when the Chair of 
Second Board announced that she would deal with the creation of funding applications 
herself: here continuity and efficiency were valued higher.

[Their (external) accountant tells the Board to find new opportunities for funding:]
“Brainstorm  now  and  follow  it  up  later!  It  is  important  that  you  all  share  this 
responsibility!
...
Bea: ... Everyone in the Board should try and find new opportunities for funding. But I  
write the  applications  myself,  so  there  is  a  continuity”  (observation  Second  Board 
meeting August 2004). 

While local members were entitled to all information in different media and in different 
forms, and all had the right to be heard and to give their opinions at the annual meeting and 
in other forums, several Board members felt that they could not expect to be given all 
information without actively seeking it, or to be able to discuss and share their opinions on 
all matters indefinitely. Here, the value of efficiency was visible: by dint of being chosen, 
Board members took upon themselves a responsibility to be efficient that other members 
did not have. An example of this was when Bea in one meeting claimed that at an annual 
meeting,  neither  Chair  nor  the  Board  could  tell  members  that  they  could  not  discuss 
anymore, since this would be a top-down perspective and in the next proclaimed that she 
wanted an efficient Board meeting and would “chop” discussions if they went on too long 
(observations Second Board meetings, August 2004, January 2004). In both cases, the other 
members agreed. 

One could possibly also see a value of efficiency behind the high importance given to the 
idea of central archiving, together with aims such as sharing the documents with as many as 
possible. Central archiving of organisational documents would make their retrieval for work 
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tasks or for reports more efficient.  However,  in practice,  the central  archiving was not 
prioritised as much as it was talked about.

7.8.5. Learning and continuity

Individual  learning,  especially  the  learning  of  democratic  procedures,  is  supposedly  a 
common trait of all youth organisations (see Chapter 3). Also in YOUTH FOR PEACE, an 
understanding that individual learning was important was visible in some of the discussions 
and actions in information activities. If individuals that came new to YOUTH FOR PEACE 
could  learn  from  the  experience  and  knowledge  that  was  held  by  more  experienced 
members or in documents, this would give rise to more continuity within the organisation. 
In comparison to individual learning however, continuity was seen less often as a value 
legitimating decisions or actions. 

However, the value of continuity can be said to lie behind the high importance given to the 
idea of central archiving together with values of inclusion and efficiency. To contribute to 
more  continuity  as  well  as  organisational  learning  were  mentioned  as  two  objects  of 
documentation  in  the  strategic  plans  (see  7.5.2.).  But  although  there  thus  was  some 
professed interest in nurturing a sense of continuity and building on earlier knowledge, the 
main interest for most YOUTH FOR PEACE members lay in acting today rather than 
administrating or retrieving information on what had gone down before, as the many more 
instances referring to values of flexibility can show.

Individual learning can be seen as one value that together with a value of equality could 
help  explain  why  tasks  such  as  chairing  Board  meetings,  creating  minutes  and  other 
documents, and interacting with the environment were divided over many individuals rather 
than concentrated to one or two Board members or to the staff. Rather than appointing some 
persons with more expertise to handle the disseminating of information to the environment, 
the discussions in the Boards usually centred upon how all members, in the Board and 
locally, could learn to communicate better with the environment. Learning for all seemed to 
be more important than the effect itself of the communication. However, there was little 
evidence that such learning, informally or formally, actually took place, and the need for 
learning was voiced throughout both Board years. 

To be able to chair and document meetings are exactly the kind of skills that “democracy 
schools” are expected to teach (see for instance Lindberg 1999, p.257). However, whereas 
the task of documenting meetings in First Board was divided among all members after the 
first two meetings when Chair and Vice-Chair took this task upon themselves, at seven of 
the ten meetings the Chair and Vice-Chair also chaired the meetings. This may be a case 
where  the  loss  of  efficiency  in  giving  the  chairing  of  a  meeting  to  an  inexperienced 
individual contended with the learning value (and the equality value) of having all Board 
members do all  tasks.  Documenting the meetings could be seen as a  simpler  task that 
anyone can do, and thus here the learning and equality values dominated. A similar pattern, 
though less obvious, was visible in Second Board, where the Chair and Vice Chair would 
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chair some more meetings than the other Board members, especially those meetings that 
they deemed the most important. 

7.9. Summary: the outcomes of the activities
This  chapter  has  discussed  the  salient  aspects  of  the  information  activity  systems  in 
YOUTH FOR PEACE,  where  the  Board members  were  focused on as  subjects  of  the 
information actions.  Six information activities  were  identified:  environmental  scanning, 
seeking information, storing (and retrieving) information, creating information products, 
disseminating information for the environment and finally sharing information within the 
organisation. Each of these activities was judged to have sufficiently different aspects such 
as objects, aims, goals, tools or resources, division of labour, rules or values in the context 
of YOUTH FOR PEACE to be treated as separate information activity systems. This or 
similar divisions of the whole of organisational information management in more or less 
separate activities is common in the process view of information management. Within each 
of the activity systems, Board members could and did act individually as well as on a 
collective  level  in  the  Board  group,  and  decided  on  or  participated  in  activities  and 
strategies on an organisational level. All individual, collective and organisational actions 
and activities together made up the whole of each information activity, and the outcome of 
each subject's action – and through this, of the whole of the activity - was mediated by an 
intricate combination of how they perceived the objects, the available tools and resources, 
the  chosen  or  emerging  division  of  labour  on  a  Board  group  or  organisational  level, 
organisational and collective aims and individual goals, and the explicit rules and implicit 
values that could be applied to the action in YOUTH FOR PEACE. 

The rest of the chapter has been devoted to discussing characteristics of these aspects that 
were found when analysing how the Board members acted in the information activities that 
were  identified.  Thus,  individual  characteristics  of  the  Board  members  such as  earlier 
experiences or personal preferences could influence the way members sought, stored or 
shared information within YOUTH FOR PEACE or with the environment, especially when 
there were no clear rules or aims on a collective or organisational  level  to guide their 
actions. The objects of information actions could also interplay with,  for instance, how 
much effort the subject would put in her action, and which tools and resources would be 
preferred. A fairly large range of richer and poorer tools was used for different information 
activities. If the available financial resources, time and ICT allowed, Board members would 
most often choose the richest  tool  possible for their  information actions,  among others 
because they felt this increased their own and local members' motivation as well as the 
legitimacy of the outcome. But often, a lack of resources necessitated the use of poorer 
tools. 

More or less often expressed aims for information activities were to ensure open access to 
information  (which  would  strengthen  internal  democracy),  learning  or  continuity,  or 
members'  sense of  belonging and their  motivation.  Other  aims were  to  make activities 
within YOUTH FOR PEACE more visible within the organisation or to its environment, to 
support tasks for Board members such as decision making, and less often, to be able to use 
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information to control the Boards' or the members'  implementation of earlier decisions. 
While such aims were expressed more or less explicitly for smaller actions or sometimes 
for larger activities in strategic plans, Board discussions and individual interviews, they 
were not combined in a broader explicit strategy for any of the information activities. As a 
result, individual goals and actions played a relatively large part in how the outcome of the 
activities was developed. 
 
How tasks and responsibilities for different information activities were divided in the Board 
collective,  whether  formally  planned  or  more  informally  adhoc,  also  influenced  the 
outcome of the activities.  Sometimes the division of labour did not lead to satisfactory 
outcomes either because the tasks were unclear, because the Board members were expected 
to plan and design responsibilities without adequate experience of what they could entail, or 
because concerns other than the most efficient outcomes were seen as more important, such 
as  allowing  all  members  to  choose  their  own tasks  and  learn  from their  experiences, 
dividing the work load equally, involving as many (local) members as possible, or creating 
the possibility for more formal and democratic ways of information sharing rather than 
relying on informal contacts. 

There were relatively few rules that were organisation-wide and applicable for more than 
one year to steer information activities in YOUTH FOR PEACE. Most rules and decisions 
on how to implement information actions were decided on by the Board collective for their 
own information routines, but even these rules were flexible in nature and seen more as 
guidelines than as obligations. Board members' understanding of implicit values on how it 
was most legitimate to act were relatively more important. Such implicit values could be 
expressed as aims, goals, or rules or in discussions, explanations and defences of how best 
to act, or simply become visible in the way Board members acted. Not surprisingly, the 
found values are fairly similar to the described aims, goals, and the existing rules, but they 
are both more abstract and longer lasting than these aspects which often only applied to a 
shorter time. Values in information activities often dealt with internal democracy, inclusion 
and equality, with the flexibility for all members to choose how much and in which ways to 
act, or with the importance of individual learning of the subjects. Another value related to, 
but  also  in  contrast  to,  flexibility,  was  the  expectation  that  it  was  the  individual 
responsibility especially of Board members to take care of any activities that they wanted to 
see happen. Less often, values of efficiency and continuity were seen as important. 

All these aspects were found to mediate actions in the different information activities to 
various  degrees,  interacting  with  and  sometimes  contradicting  each  other  for  specific 
actions and thus influencing the outcomes of actions and of the whole activity under the 
time of study. Just which aspects were dominant in each activity is visualised in the form of 
figures in Appendix 3. Some outcomes of the activities that were visible under the time of 
study are discussed below for each activity. In reality, activities are ongoing and do not have 
clear-cut outcomes in contrast to single actions. To be able to discuss some effects, I have 
isolated outcomes as if the activities stopped at the end of my period of study. Of course, 
the descriptions of these outcomes are too broad to take into account all outcomes of all 
single actions. Moreover, they do not describe the outcomes of all actions in the whole 
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organisation: here, as in the rest of the chapter, the focus is on the activities of the Board. 
These limitations give rise to a picture of the outcomes that is probably more negative than 
was  actually  the  case  –  activities  at  local  levels  and  by  the  staff  could  add  to  more 
successful outcomes of, for instance, disseminating information or storing documents, and 
in a longer time perspective, many of the disturbances or weaknesses noted in the outcomes 
may be solved or alleviated.

7.9.1. Environmental scanning: undirected viewing

The  outcome  of  all  actions  of  passively  acquiring  and  spreading  external  information 
(environmental scanning) seems to have been a fairly scattered understanding of YOUTH 
FOR PEACE’s niche and its environment, few long-term links, and an enacted environment 
that  depended  largely  on  individuals.  It  took  most  Board  members  several  months  to 
understand YOUTH FOR PEACE within its context. Both Chairs felt they needed to spend 
their first year of being Chair trying to understand YOUTH FOR PEACE and could turn to 
its environment only during the second year:

“For me, [this year] is about getting acquainted with everything, and next year, I want to 
go out and be visible. ... But I have to grow into the role as Chair first and learn what the 
members and the Board and others expect of me, ... and that takes a while” (Bea). 

and Frances admitted that she lost several external contacts in the handover between the 
previous  Chair  and  herself  (see  7.4.1).  Fiona,  responsible  for  external  information, 
complained that having had no chance of receiving information from her predecessor and 
few chances to participate in meetings, she felt reduced to reacting to incoming post rather 
than having a broader strategy, and something similar seems to have been the case with her 
successor Sara. In the terminology of Choo (1998), this puts the environmental scanning 
strategy of YOUTH FOR PEACE down as ”undirected viewing”, which implies that the 
Board members created or enacted what they saw as reasonable interpretations of their 
environment and how their activities could influence it rather than striving to find ”the” 
correct interpretations of what was happening through systematic information seeking. It 
also implies that they had a passive strategy, taking whatever information came to hand to 
build this interpretation rather than allocating resources for systematic information seeking 
(Choo 1998, p.82-3). 

7.9.2. Disseminating information to the environment: scattered and ineffective

The analysis  of this  activity produces a general  impression of decentralised activity,  in 
which no-one had an overview. Local members were expected to take a large share in the 
activity,  which  they did not  always  agree  to  do.  The  area  of  communicating with the 
environment was not seen as a coherent area by the Boards of YOUTH FOR PEACE. A 
focus on “marketing” to a broad public dominated in Second Board’s discussions, whereas 
information to neighbouring organisations was less prioritised. Especially the wished-for 
learning how to share information with the environment did not happen much. The more 
tangible  outcomes of  the  activity  were  some press  articles  and an information product 
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targeted at  a  broad external  audience during First  Board,  and some marketing material 
(pins)  and  a  virtual  information  product  during  Second  Board  as  well  as  some 
representation  at  networking  meetings.  The  wished-for  outcome  of  attracting  more 
members through better external information was not reached. 

7.9.3.  Seeking information: collective striving for an extensive information base, 
individual risk of discontinuity

Within the  activity of  information seeking of  Board members,  a  pivotal  object  for  the 
continuity of the Boards was information about what previous members did, concretely, as 
well as what they planned. Since not all Board members were experienced members of 
YOUTH FOR PEACE, another essential object for information seeking ought to have been 
general information about YOUTH FOR PEACE, which was perceived as a complex and 
fairly  confusing  organisation.  And  a  third  object  of  information  seeking  should  be  a 
thorough knowledge of the tasks and responsibilities of a Board. If any of the actions aimed 
at these objects would fail, for instance because new Board members did not actively seek 
information,  or  because  they  could  not  find  the  right  sources,  this  would  threaten  the 
continuity  of  the  organisational  aims and strategies.  Still,  it  was  largely left  up to  the 
individual Board members how, and how much, information to seek about what. Not all 
members  did  so  in  a  structured  way,  and  some  could  not  find  information  sources. 
Especially  contacts  with  previous  Board  members  were  often  neglected.  This  led  to  a 
lacking  development  or  even  continuation  of  strategies  for  the  so-called  areas  of 
responsibility. 

Rather than emphasizing quick decisions, the values of YOUTH FOR PEACE stressed an 
extensive information base to make decisions legitimate. The minutes of Board meetings 
showed that quite often, subjects were brought up at several meetings before being decided, 
and sometimes the decisions that had been made at an earlier meeting were changed again 
at the next meeting. While this could be related to information needs that needed to be 
solved  first,  it  was  experienced  as  frustrating  and  could  even,  paradoxically,  lead  to 
information  seeking  efforts  being  lost.  A repeated  discussion  about  a  yearly  prize  can 
illustrate this. During the last meeting in First Board, the Board discussed what to do about 
a prize that had been distributed for some years on the annual meetings but that was now 
lost. What was the original motivation for the prize, and should they have a new one made? 
Frances concluded the discussion:

“There was a thought behind that from the beginning, I'll look it up in the archives” 
(observation First Board meeting February 2004). 

and said she would check prices and order a new prize. Towards the end of Second Board, 
this discussion came up again:

”Barbara: Does anyone know about the old prize, original texts and motivations?
Birgitta, Bea: We went over all that last year.
Barbara: But Frances said she would check it up, and we never did...
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Bea: Should we check again how much the prize would cost?
Birgitta: No, it's a waste of time to do that over again!
Bea: Me and Barbara will check what the original texts say and order a new prize” 
(observation Second Board meeting January 2005). 

7.9.4. Storing and retrieving: towards an open archive, but also frustrated ambitions

A major difference between storing and retrieving information for a full-time job at one 
place and a voluntary engagement where the members worked distributed in time and space 
and ICT resources were few, was that the volunteers had problems structuring and storing 
their documents in one place, and subsequently had trouble retrieving the documents. The 
need for a central archive to support them was seen clearly, especially as the information’s 
accessibility for all members was highly rated as a legitimacy issue. The distances between 
the volunteers meant that few had the opportunity to make use of central paper archives and 
made the  choice  of  a  virtual  archive  logical.  The  lack  of  specific  distributed software 
resources  together  with  a  general  indifference  for  security  pointed  to  an  open website 
archive as a solution. This was indeed the solution that was proposed and worked for during 
the time span of my study, and the digital archive became steadily more structured and 
more complete. 

The activity of storing and organising documents was rated highly in the organisational 
aims and by most Board members. At the same time, there was little actually done about it. 
This could easily lead to a sense of frustration among the Board members for instance at 
meetings, when pauses had to be included in the tight meeting schedules to find documents 
that  should  be  used  as  basis  for  decision  making,  or  decisions  and  discussions  were 
postponed because no one could find the relevant documents.

Finally,  although there  was  a  professed interest  in  nurturing a sense  of  continuity  and 
building on earlier knowledge, the main aims of YOUTH FOR PEACE were acting anew, 
rather than administrating what had gone down before. This may have been a change from 
an earlier period in the organisation's life,  when an exhaustive archive was started and 
maintained. But during the case study, it  was clear that the website archives, the office 
computer, and to some extent the central office itself, were used not so much as a place to 
store and archive internal documents, but as much to share information with other members 
(in the case of the website even with outsiders) by placing it where they had easy access. 
All members could, and some did, use these archives to publish or store their own texts and 
make them available to others, as well as to find the texts others had placed there. This 
might be an example of how tools for one activity – storing- were adopted and adapted for 
another – a more or less immediate sharing. 

7.9.5. Creating information products: prioritised, but slow processes and the role of 
policy documents

While the creation of documents, especially to present to the environment, was a priority in 
both Boards, not all the envisaged information products were created, and those that were 
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often took longer time than originally planned. The Boards also failed to involve as many 
members in the process as they would have wanted.

Both  Fiona  and Barbara  felt  there  was  a  lack  of  internal  documents  to  learn  from in 
YOUTH FOR PEACE, but more experienced members mentioned that over the last few 
years, there had been many more documents produced than before. Seen on a longer term, 
YOUTH FOR PEACE was documenting and formalising many activities. Sometimes, the 
creation of documents by inexperienced Board members could result in opaque documents, 
as was the case with the minutes. In a longer time perspective though, also the minutes had 
become clearer and less internal with the decision to publish them on the website. 

First Board and Second Board spent much time on a joint creation of policy documents at 
the end of their respective Board years. Even though the common sensemaking this process 
resulted in happened after the Boards had finished their planning and activities, the policy 
documents did function as a way to keep continuity in the organisation. There were few 
signs of these documents actually being used as guidelines for decisions during the year: 
both in First and in Second Board, the Board members noticed at the end of the year that 
some of their actions had contradicted the strategic plan. However, by their being rewritten 
every year, the existing documents functioned as boundary objects that allowed traditions to 
be passed on through the discussions around them. At the same time, this rewriting process 
allowed for flexibility. But it was interesting to see that the flexibility, or change, came from 
the  more  experienced  members,  rather  than  from  the  newer  ones,  who  were  more 
comfortable following the existing structures, and that there on the whole were few changes 
in the documents.

The discussion during First Board and Second Board on how much decisions or plans in 
official documents,  like Board minutes or the strategic plan could decide the course of 
action touched on their appreciation of the essential function of policy documents - how 
much did written rules matter? If several people remembered the contents of a decision 
differently, could one then rely on the version given by the (approved) minutes? Even, was 
it fair to take the written decision as the right one? And again, was it fair to try and steer the 
next Board by making the goals in the strategic plan measurable? If,  as several of the 
participants in the discussion upheld, it was not “fair” to rely on documented decisions, the 
function of policy documents became symbolic more than anything else. 

7.9.6. Sharing information within the organisation: prioritised, felt lacking, but on the 
whole, fairly successful

A distributed organisation where the active individuals are volunteers, some of whom live a 
long distance from other volunteers, presents a challenge to efficient information sharing. 
At the same time, inclusive and open information sharing at an organisational level was a 
key issue for YOUTH FOR PEACE’s legitimacy, and rich and regular information sharing 
in the Board was a key element for its efficiency. This can explain why internal information 
sharing actions and policies were discussed and decided on to a larger extent than other 
information actions both at Board level and at organisational level. With its own (though 
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fuzzy)  focus  area,  and its  own chapter  in  the  strategic  plans  detailing aims and tools, 
internal information sharing was closest to having a coherent, a priori planned strategy. 

On an organisational level,  the routines and policies that were developed seem to have 
functioned fairly well, even though most Board members wanted to have more information 
from local members. Barbara put it like this: 

“often things do not reach everyone, like. It can be things that stay within the Board, or 
things stay within the local groups, so, they stay within them, it is difficult to distribute 
things between groups. Or, difficult, but we do it too seldom” (Barbara).

Individual priorities  and preferences influenced much of the actual  information sharing 
actions,  sometimes in defiance of commonly decided on policies.  Including people and 
having everyone participate were major ideals in YOUTH FOR PEACE, but in this case 
they were counteracted not only by the lack of resources such as time and money and ICT 
resources, but also, especially in the Board, by the choice of division of labour. 

The practice,  rather than the possibilities for communication or the social  ties,  is  what 
drives a “community of practice” according to Brown & Duguid (2001, et passim), and if 
the practices of all members are too dissimilar, the communication will be less. That Board 
members were aware of this disturbance and tried to resolve it was clear in Second Board, 
where after an evaluation of their work especially the lack of information sharing between 
them was brought  forward.  Two measures  taken to resolve this  focused on a structure 
including more “sounding boards” to each area, and on an effort to create more common 
practice  through  the  use  of  written  strategic  plans  for  each  area  as  boundary  objects. 
Together with the adoption of the virtual discussion forum, this seems indeed to have led to 
more information sharing in between meetings, although it still was experienced as too little 
by several Board members. 

However,  it  must  be  remembered  that  there  is  a  difference  between  encountering, 
remembering and using information. When asked about usage of a document to help new 
Board members chair a meeting, Sara replied:

“I could have [used it], if I had read it (laughs)... Yes, I will [use it now] (laughs). I think 
I read it in the beginning when I had just been elected into the Board, because then I was 
so very motivated, ... But now I have forgotten what was in that document. ... it felt, yes,  
but  I’ll  read that when it  becomes  imminent  (laughs).  But  now I  will  look it  over  
better…” (Sara).

Especially  in an organisation relying on voluntary commitment,  where it  is  seen as an 
important  value  that  members  should  be  able  to  have  a  flexible  engagement  in  the 
organisation, members cannot be forced to remember and make use of information that has 
reached them. That the Board members were aware of this could be deduced among other 
things from their  habit  of making time to read documents that  were distributed before 
meetings, at the meetings themselves.

167



This discussion of some interesting outcomes for each information activity in the case study 
ends this chapter. In the next chapter, some results of the questionnaires to Board members 
of nine other youth/peace organisations are presented. Their answers to questions based on 
the results of the case study show that there are similarities in their values, attitudes and 
information  behaviour,  and  that  one  indeed  can  speak  of  a  common  socio-historical, 
institutional context for this type of organisations. After this chapter, Chapter 9 will take a 
closer look at  the relationships,  tensions and contradictions that  are present within and 
between  the  information  activities  both  in  YOUTH  FOR  PEACE  and  in  similar 
organisations and draw some conclusions about what this means for the directions these 
activities can take in the future. 
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8. Other youth/peace organisations in Sweden

In  this  chapter,  the  information  activities  within  9  other  youth/peace  organisations  in 
Sweden are described based on a survey to their Board members, a general survey answered 
by 6 organisations, and a study of their websites. There were several aims with the conduct 
of the survey. First, the survey was conducted to check if the tensions and contradictions 
found in YOUTH FOR PEACE are common to other similar organisations or they were 
specific  of  only  one  organisation  at  the  time  of  research.  For  that  reason,  the  survey 
questions were created after a first analysis of the information activities in the qualitative 
case study was performed and the tensions within them were identified. If the results of the 
questionnaires  showed  that  similar  tensions  and  tendencies  were  common  in  similar 
organisations,  it  would strengthen the  supposition that  the  institutional  context  of  such 
organisations played a role in how the information activities within them could develop. In 
other words, one can argue that similar information practices and problems would be found 
within similar institutional contexts of youth organisations. The second aim of the survey 
was to create a better picture of the socio-historical, institutional context of youth/peace 
organisations  in  Sweden  today.  By  choosing  an  exhaustive  sample  of  all  youth/peace 
organisations that satisfied certain characteristics (see Chapter 5), the organisational context 
of this  specific subset  became clearer.  These results could be used to answer the third 
research question about how information practices and strategies in Swedish youth/peace 
organisations interact against the background of their specific socio-historical context. 

Chapter 5 discusses how the surveys were conducted. As the response rate to the Board 
member  questionnaire  was  only  50  percent,  a  mini-questionnaire  was  sent  out  the  the 
remaining respondents which a further 15 percent of the whole population answered. When 
the information below is based on the answers to both questionnaires, this is mentioned 
explicitly.  Since  the  number  of  responses  was  relatively  small,  percentages  could  be 
misleading. Therefore, in most cases only the number of the respondents is given in relation 
to the discussed questions. To find the percentages, the reader is reminded that the total 
number of responses to the full questionnaire was 39, and the total number of responses to 
both full and mini-questionnaire was 50.

Chapter 8 describes some of the tendencies in information activities in these youth/peace 
organisations  that  were  most  relevant  to  understand  the  discussion  of  tensions  and 
contradictions within these activities in Chapter 9. In order to understand something about 
the  context  in  which  these  information  activities  are  placed,  the  chapter  starts  with  a 
description of the organisations' membership, activities, structures and their resources. 
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8.1. Youth/Peace organisations: a background

8.1.1. Community: participants and identities

The respondents all sat on national Boards of youth organisations that were members of 
LSU and  where  at  least  half  of  the  Board  members  were  younger  than  31.  In  the  6 
organisations answering the question, also the majority of the members was aged under 31, 
and in 5 of the organisations the majority of the members was 20 or younger.  These 6 
organisations had more than 1,000, but less than 10,000 members each, and 4 organisations 
claimed that there were more than 100 active members in their organisations. Most of the 
organisations  were  thus  slightly  larger  than  YOUTH  FOR  PEACE  in  relation  to 
membership, although there was also one organisation with less than 500 members and less 
than 20 active members. 

The majority of the respondents had been active in their organisations for 3 years or more 
(35 out of 39), of whom 15 people more than 5 years. Some years of experience are to be 
expected for members of the national Board. Stranger may be that 2 respondents had been 
active less than a year and already were part of the national Board. Also in YOUTH FOR 
PEACE one or two members each year came straight into the Board; one with what was 
deemed important experience from other organisations, but also an inexperienced member, 
who was chosen because of his gender. 

For almost half of the respondents10 this was their first year as a Board member, for most of 
the others it was their second year. Only 6 of 49 respondents were sitting on the Board for a 
third year and 5 had been Board members for a longer time. This shows the high turnover 
of Board members in youth/peace organisations, where more than 2 years of commitment is 
an exception rather than a rule. The finding is confirmed by the fact that for 17 people, 
when  they  came  into  the  Board  more  than  half  of  the  other  Board  members  were 
newcomers as well, and in none of the cases there was only one newcomer. 

Around  one  fourth  of  the  respondents  were  active  in  other  organisations  than  the 
youth/peace organisation they were Board members in, 4 were even active in more than one 
other organisation. Half of the respondents were passive members in more organisations. 
Especially  active experience from other organisations could give Board members more 
insight  in  the  practices in their  organisation and might  cause them to transfer  tools  or 
methods from these organisations to their Board work. 

The same could be true for participation in courses, workshops or other activities organised 
by  the  umbrella  organisation  for  youth  organisations,  LSU.  Of  the  6  organisations 
answering the question, all had made use of some of the workshops or literature offered by 
LSU, and 3 used them regularly. A considerable part of the 39 respondents participated in 
such activities – 24 had participated at least twice, and 15 had participated in such events 
more  than  5  times  already.  These  joint  activities  with  members  from  other  youth 

10 mini and full questionnaire
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organisations  could  serve  as  a  kind  of  institutionalising  kit,  bringing  the  member 
organisations closer to each other in their ideologies as well as in their practices. 

Not  surprisingly,  almost  all  respondents  agreed  that  their  organisation  was  a  youth 
organisation.  Only  in  4  organisations,  all  respondents  agreed  to  the  label  "peace 
organisation", although there were only 2 organisations where no respondents felt this was 
an appropriate label. All 6 organisations answering the question had some cooperation with 
other youth organisations on a local level, 4 also had some cooperation at the national level, 
and all but one had some cooperation with what they defined as other peace organisations 
on a local or on a national level.

8.1.2. Aims and activities

The 9 organisations all worked in some way with issues concerning peace, democracy or 
sustainable development. Still, they stated quite different aims, ranging from 

“to encourage individuals to become actively contributing members of a more peaceful 
society” to 
”to work for a sustainable society, global justice and a good environment”, or 
”to provide the opportunity for children and young adults to take initiatives of their own 
and to be responsible for their own activities in cooperation with each other, and in this  
way to learn a democratic way of working” (quoted from the websites of 3 organisations 
in the population). 

Most  organisations  had  many  activities  going  on  simultaneously  in  different  parts  of 
Sweden. These could be campaigns, projects, international journeys, courses or camps, and 
there were usually several different kinds of activities in one organisation. Which activities 
were  focused  on  varied,  but  there  were  no  organisations  that  collected  financial 
contributions. 

When the respondents11 were asked to state the 3 most important aims for their organisation 
as a whole, most, 40 respondents, agreed that one of the most important aims was that the 
organisation should have a democratic structure. Second with 36 respondents came the aim 
that all members should be able to shape the organisation’s activities so that they would fit 
the  members,  and  third,  that  the  members  should  learn  to  become active  citizens  (30 
respondents). All these 3 aims were connected more or less closely to democratic values. 

There were only a few respondents for each organisation, so any conclusion about the 
validity of the answers for the whole organisation must be treated with extreme caution. 
However,  there  was  clearly  some  ambiguity  within  the  Boards  of  all  responding 
organisations  concerning  the  major  aims  for  their  organisations  and  Boards.  In  all 
organisations, respondents agreed only in a few cases on which aims were either the most 
important or definitively not among the 3 most important aims for their organisations, and 

11 mini and full questionnaire
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in 6 of 9 organisations, some respondents saw a conflict between important organisational 
aims whereas others did not see such a conflict. 

That  there  is  ambiguity  in  Board  members’ opinions  and  sensemaking  of  their  own 
organisation’s aims is in line with the findings from YOUTH FOR PEACE that youth/peace 
organisations  set  much  store  by  the  individual  members’  possibilities  to  shape  the 
organisation as they see fit, and the strong value of flexibility. Indeed, when asked which 
aim they felt was more important for a new Board: either to continue the previous Board’s 
work and plans or to be creative and create anew, a slight majority of 30 respondents 12 felt 
that being creative was more important. This did not mean that the respondents always 
preferred flexibility above continuity – as some pointed out, it depended on the stage the 
organisation was in. One respondent who chose the alternative “to continue the previous 
Board's work and plans”, commented that

”Actually I  wanted  to  choose  both  alternatives,  because  it  is  important  both  with 
continuity and with creativity.  In a youth organisation such as  [X] where there is a 
relatively high inflow and outflow of Board members ... though, it is the continuity that 
can easily be forgotten and which we have to remind ourselves is important. At the same 
time it is important that the new Board can be actively engaged in the plans, and that  
they, even when agreeing that the plans are good, understand why they are good, not just  
continue in the same way because ”someone else” has said they were good plans. It is  
also my experience that it is more fun and more motivating to work with issues that one  
feels are one's own” (comment in questionnaire response).

8.1.3. Division of labour, or structure

 All organisations had activities in several parts of Sweden and all had local groups or local 
divisions, in 8 organisations there were more than 10 such local associations. The highest 
decision-making bodies in all 9 organisations were annual meetings where all  members 
could be present. In some organisations, all members could vote at the annual meeting, in 
others, they chose a representative in their local divisions. In all organisations, the Boards 
were chosen from among the members at the annual meeting.

The number of Board members varied between 6 and 14, but in most cases there were 8 or 
9 Board members. Also the titles of Boards and Board members varied, but their functions 
and  tasks  were  fairly  similar  to  those  described  for  YOUTH  FOR  PEACE  in  all 
organisations. Only in one organisation, there was a standing secretary in the Board. In all 6 
of the organisations that  responded,  the Board term was one year.  All  Board members 
participated  in  joint  discussions  and  decision  making.  In  3  of  6  organisations,  Board 
members were singly responsible for some responsibilities, and in 4, working groups in the 
Boards  were  responsible  for  some  areas.  Most  Board  members  claimed  they  worked 
together with some other members on more specific areas of responsibility as well, either as 
the  main  person  responsible  (29  of  38  respondents),  or  cooperating  in  groups  (23 
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respondents), or both. Almost half of the respondents stated they were singly responsible 
for some major tasks. 

Only  one  organisation  did  not  employ  any  staff.  Most  of  the  organisations  employed 
between 2 and 5 persons fulltime. In this respect they were somewhat larger than YOUTH 
FOR PEACE. Most organisations moreover remunerated a Board member (often the Chair) 
for Board tasks or for tasks that were felt to be over and above Board work. 

8.1.4. Resources 

6 of 7 organisations received general financial contributions from external funding agencies 
as their major source of income. 5 organisations had a specific budget for support functions 
such  as  general  administration,  an  office,  or  the  Board  work,  whereas  one  took  the 
necessary resources for this from other activities in their organisation. All 7 organisations 
that answered either had one or more offices of their own or shared an office with some 
other organisation. 

But as in all voluntary organisations, also in these organisations people formed the major 
resource. As in YOUTH FOR PEACE, many of the respondents agreed that they lived a 
long distance from their organisations' headquarters (25 of 39) and most also lived some 
distance from the other Board members.  23 agreed that  they lived in the same part  of 
Sweden as one or 2 other Board members, and 9 claimed to live in another part of the 
country than all other Board members. One person had even moved abroad. The distributed 
working environment that many members in YOUTH FOR PEACE felt caused isolation 
and problems with motivation thus can be said to be common for this type of organisation. 
Still, most respondents claimed to be motivated or strongly motivated to work with Board 
tasks.

14 of 39 Board members spent up to 5 hours a week on their Board tasks, and 15 spent 
between 6 and 10 hours a week. In addition, Board meetings took between 11 and 20 hours 
or more per month. 

8.2. Information activities in youth/peace organisations
Not all information activities are discussed in this chapter. Rather, this section concentrates 
on the information activities seeking information, storing and retrieving information, and 
sharing  information,  which  seemed  most  promising  for  a  questionnaire  study.  Other 
activities, such as encountering information or creating documents, were not included in the 
questionnaire, which was already of considerable length. Within the discussed activities, 
some aspects such as objects, tools and resources are touched upon.
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8.2.1. Seeking information

37 respondents identified one or more areas where they had felt the need to learn more 
when joining the Board, but how many areas they felt they needed to learn about varied 
between 1 and 6, as the following figure shows: 

Areas Respondents (N=36)

1 4

2 7

3 7

4 5

5 7

6 6

Table 5: Number of areas respondents needed more information about when joining the Board.

Most  respondents  indicated  that  they  needed to  find  out  more  about  the  contents  and 
structure of the tasks they were given in the Board (26 of 37), and almost as many (25) 
wanted to know more about how earlier Boards had worked with these tasks. 22 Board 
members felt they needed more information about the organisation's interaction with their 
environment, and 21 wanted more knowledge about their organisation's internal structure. 
As was found also in YOUTH FOR PEACE, the areas most often identified dealt with 
specific conditions for their own organisation and their own tasks, rather than with more 
general knowledge about how a Board works (19 respondents) or broader strategies from 
earlier Boards (16 respondents). Either the new Board members felt that they already knew 
these more general issues through their experience in the organisation, or they were not 
seen as equally important. 

Most respondents used at least 2 different sources to seek information about these areas (32 
of 37 respondents), and 15 used 4 or more sources. A clear majority (34 respondents) talked 
with the members in their own Board to find out more information about the issues they 
wanted to learn about. Internal organisational documents came second as the most used 
source (26 respondents), and third came members from previous Boards (21 respondents). 
It  seems  that  documents  generally  were  given  some  more  importance  than  would  be 
deduced  from  their  use  in  YOUTH  FOR  PEACE,  where  a  minority  used  internal 
documents.

As in the case study, there was a large variation between those Board members who sought 
information in a structured way, and those who did not spend much effort. According to 
around half of the respondents, it was relatively easy to obtain the information they needed. 
Whereas 17 respondents spent much or very much effort to find information, 6 people also 
claimed they spent little or hardly any effort at all on this task. According to 6 respondents, 
it was also very difficult or almost impossible to obtain the sought for information.
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In summary, new Board members need information about a range of subjects, which they 
spend relatively much effort on seeking. They turn most to experienced members in their 
own Boards, but many also read internal documents. For most, the information they seek is 
easy to find.

8.2.2. Storing and retrieving information

As the table below shows, the 6 organisations that answered the question all had many 
different types of current internal documents including strategic plans, statutes, and minutes 
of  Board  meetings.  Most  also  had  updated  texts  about  their  organisation  for  external 
information. Somewhat surprisingly, 2 of the organisations did not have a current account 
of their financial situation. Perhaps the situation in YOUTH FOR PEACE, where there 
were  communication  problems  between  the  accountant  and  the  Board,  was  not  that 
unusual?

Documents Organisations (N = 6)

minutes Board meetings 6

funding applications 6

newsletters to members 6

policy documents 6

Chair's report 6

strategic plan 6

statutes 6

vision document 5

texts about the organisation 5

working material 4

accounts 4

evaluations 3

other documents 3

Table 6: Current internal documents in youth/peace organisations

In all 6 organisations, it was the responsibility of one or more Board members to write or 
update some internal documents. In 4 of them, also the staff had a responsibility to create 
some of  the  internal  documentation,  and in  2,  some of  the  local  members  shared this 
responsibility.  On  the  other  hand,  storing  and  organising  the  documents  was  the 
responsibility of the staff in all 6 organisations, while in 4 of them, one or more Board 
members also held such a responsibility and in 2 organisations, local members participated 
in the responsibility. 

There  was  a  large  variation  among  the  respondents  as  to  how  many  organisational 
documents they felt a need of in their Board work. Some few individuals never felt a need 
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of any organisational  documents,  others  (11 of  39) claimed they needed more than 10 
different kinds of documents for their Board tasks. The respondents needed an average of 8 
types of organisational documents. The most used internal documents are ranked in the 
table below. 

Document type Respondents (N = 39)

statutes 31

strategic plans 31

policy documents 29

current budget 25

earlier budget 21

minutes own Board meetings 19

accounts from previous year 13

Table 7: Use of documents by Board members in youth/peace organisations

The most used internal  documents were different  kinds of policy documents.  Financial 
documents were used markedly less often. This may be explained by a division of tasks and 
responsibilities among the Board members, where only a few persons, or perhaps the staff, 
may need to deal with the actual documents. Surprisingly few stated that they needed the 
minutes  of  their  own meetings  for  their  work.  Do they  remember  their  decisions  and 
discussions that well, or do they use other tools to remember? Are the minutes meant more 
for other groups than as an aid for the Board? In YOUTH FOR PEACE, minutes were 
needed and used at most of the Board meetings as reminders of how discussions had gone 
and which decisions had been made, as well as by the individual Board members in their 
own tasks. 

At the same time as most respondents saw problems in the organisation of documents (see 
Chapter 9), a majority (29 of 39 respondents) still found it generally easy or very easy to 
retrieve them. Already 27 Board members claimed they found the documents they needed 
on their organisation’s website, which thus has become the major tool for archiving and 
retrieving. 6 out of 9 organisations had an archive for internal documents on their websites 
at the time of the survey. Still, the next most used way for retrieving documents was to store 
them oneself (23 respondents), and the third most used source were other members of the 
Board (20 respondents), which can show that the decentralisation of the organisation and 
retrieving  activities  found  in  YOUTH  FOR  PEACE  is  not  unusual  in  this  type  of 
organisations. 
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8.2.3. Sharing information within the organisations

Within the Boards

Sharing information within the Board was seen by 32 of 39 respondents as one of the 3 
most important  information activities  for the Board. The 6 organisations answering the 
query had many different tools in place to enable the Board members to communicate with 
each other. Rich media were the most common despite their higher costs.

Tools Organisations (N = 6)

Board meetings 6

face-to-face meetings with one or more 
Board members

6

resources for telephone meetings 5

e-mail list 5

virtual discussion forum or intranet 3

pigeon holes or letter boxes at office 1

scheduled chat times 0

Table 8: Tools for information sharing within Boards of youth/peace organisations

Although all respondents communicated regularly with each other through at least 2 media, 
of which one was a face-to-face Board meeting, and 27 of 39 Board members had fairly 
regular contact with their fellow Board members through 4, 5 or 6 different media (at least 
once  a  month  in  each  medium),  a  majority  (27  respondents)  would  still  like  more 
communication with other Board members. The following figure shows the different media 
the 39 respondents used at least several times a month to communicate within their Boards.
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Illustration 7: Media used for communication between Board members at least several 
times a month. N=39

□ meeting some other members □ sms □ snail mail
□ telephone □ chat □ Board meetings 
□ e-mail □ virtual forum □ other media



In all organisations, Board meetings were held once a month or less, but when they were 
held they lasted between 11 and 20 hours or more. 38, or virtually all respondents, felt that 
these meetings were important or very important and most indicated many different reasons 
for  this.  37  respondents  said  that  Board  meetings  motivated  them,  32,  that  they  were 
important to create well-functioning group dynamics, and 30 Board members agreed that 
meetings were necessary to make good decisions. 

In between Board meetings, the relatively poor, but little resource demanding e-mail was 
used more often than 3 times a week by 30 of the 39 respondents for communication within 
the Board. Neither chat nor virtual discussion forums were all that usual - slightly more 
than half the respondents claimed never to have used virtual discussion forums, and a third 
never used chat forums. Least popular were messages or notes on paper, which were hardly 
ever used. In view of their distributed situation this was not surprising. The richer media of 
telephone calls was used twice a week or more by 17 of the respondents. Also face-to-face 
meetings with some of the other Board members occurred, although clearly more seldom. 
18 Board members did have such meetings at least several times a month, though in most 
cases less than twice a week. In all, the communication between Board members in the 
organisations from the questionnaire was similar to the actions and interactions found in 
YOUTH FOR PEACE. Also their wishes for more communication with the other Board 
members were similar. 26 of 38 respondents wanted more communication between Board 
members. Of those, only a third wished for more Board meetings, while around half wanted 
more rich interactions with some of the Board members in face-to-face meetings or over the 
telephone. Only a smaller minority would have liked more contact through poorer media 
such as e-mail, virtual forums, chat forums, or sms. 

Handover procedures

When coming new into the Board, as good as all Board members received some kind of 
introduction  and  often  they  received  information  from  several  sources.  22  of  the  38 
respondents mentioned either 3 or 4 different sources, although there were a few who only 
remembered one way of being introduced or who mentioned as much as 6 or 7 different 
sources. Most respondents agreed to have learnt what they needed to know simply by being 
at the Board meetings, listening to discussions and asking questions (29 respondents), but 
introductions by the Chair (26 respondents),  by the former Board (25 respondents) and 
receiving some organisational  documents (24 respondents) were also quite common. In 
some organisations new Board members received documents that were specifically created 
for the purpose of introducing them. There was no clear correlation between the number of 
sources, or their richness, and how satisfied the Board members were with the handover. 

Sharing information with local members

Like  YOUTH  FOR  PEACE,  the  6  organisations  answering  the  question  had  several 
different  ways of  sharing information with their  local  members.  All  organisations  held 
annual meetings for their members, and 2 of them held meetings for all members more than 
once a year. 
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Tools Less than 
once a year

Between 
once a year 
and once a 

month

Between 
once a 

month and 
once a week

More 
often than 

once
a week

Total 
organisations

Meetings 
with some 
members

0 5 0 1 6

Telephone 
calls

2 3 0 1 6

E-mail 1 3 1 1 6

Virtual forum 
or intranet

3 1 1 1 6

Website 0 1 4 1 6

Paper 
newsletters

0 4 1 0 6

Notes in 
office

5 1 0 0 6

Table 9: Tools used to share information with members in youth/peace organisations

Around half of the respondents stayed in touch with local members quite regularly: 21 
respondents had contact with members outside the Board more than twice a week. The 
question did not specify what kind of contacts, or with how many local members, but the 
response indicates that the Boards and the local members communicated fairly often in 
formal  or  informal  ways.  But  these  contacts  were  clearly  not  seen as  enough:  a  clear 
majority of 31 respondents would have liked more contact with local members. Even more 
respondents  (34)  rated  regular  meetings  with  local  members  as  important  or  highly 
important  and  there  was  none  who  saw  them  as  unimportant.  Communication  with 
members was rated by 35 of 39 respondents as one of the 3 most important information 
tasks for the Board. 

The importance of  contacts  with  local  members  bears  out  the  values  of  inclusion and 
grassroots democracy that showed clearly in the case study. The reasons that were most 
often agreed to by the respondents for the importance of regular meetings all pointed at the 
value of including members in the activities and the decision processes of the organisation 
and support an understanding of the Board’s role as serving rather than leading. 
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Meeting members is important... Respondents (N = 38)

to avoid a gap between Board and members 36

to create a unified organisation 32

to know which issues the Board should 
work with

30

because it is fun 29

because it motivates me 23

because I can learn from it 21

Table 10: Reasons for Board members in youth/peace organisations to meet local members

In some contrast to the respondents’ opinions about the importance of Board meetings, in 
this case organisational aims come before more individual goals such as meeting members 
as a fun activity, a motivating experience or a learning opportunity for the individual Board 
members. The importance attached to face-to-face meetings both with local members and 
within the Board shows that it is common to worry about a gap between local members and 
the Board, as well as the Board members’ conviction that rich information is essential to 
make people feel included – again bearing out the findings of the case study.

Which information is shared between Board and members in the 6 organisations answering 
the question is described in the next table. As was the case in YOUTH FOR PEACE, the 
Boards usually shared both external and internal information with the members, whereas 
the members more seldom contacted the Boards either spontaneously or with feedback. 
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Information sharing objects Organisations (N = 6)

Board informs about central activities in 
organisation

6

Board forwards information from other 
organisations 

5

Board informs about Board decisions 5

Board forwards information from other 
members 

3

Members ask about organisational activi-
ties

5

Members give viewpoints about Board's 
activities

2

Members send in proposals to Board 2

Members inform Board about local activi-
ties

1

Members give feedback about information 
from Board 

1

Members give other information to Board 1

Members ask about Board's activities 1

Members forward information from other 
organisations to Board 

1

Table  11:   Objects   for   information   sharing   between   Board   and   members   in   youth/peace  
organisations

8.2.4. Information attitudes

In general, the respondents rated sharing information with members and among each other 
more often as important Board tasks than documenting the organisation’s activities, saving 
organisational documents, or communication between the departing and the new Board. 
Sharing  information  is  focused  on  the  present,  which  was  clearly  more  often  deemed 
important than tasks supporting continuity with past activities and plans. Again, this is in 
line with tendencies found in YOUTH FOR PEACE. Also when asked about the most 
important  aims  for  information  in  the  whole  organisation,  fewer  than  half  of  the 
respondents  rated  “creating  continuity”  (15  of  39  respondents),  or  “learning  from and 
building on earlier experience” (17 respondents) among the most important aims. There was 
only one aim that a majority agreed was among the most important: 33 of 39 felt that one of 
the  most  important  information  aims  was  “that  all  members  feel  they  are  part  of  the 
organisation”. Again, the focus is on the members and their feeling of inclusion. Like the 
aims dealing with continuity, also aims dealing with efficiency, such as the aim “that the 
right information reaches the right person at the right time so the ongoing activities function 
efficiently” were far less often rated among the most important information aims. 
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This pattern is confirmed by the responses to a similar question about information activities 
phrased “Which of the following do you feel is most important in order to to best fulfil the 
organisation’s aims?”13 Here, too, only one alternative was agreed to by a majority. 41 of 50 
respondents agreed that it was among the 3 most important activities to ensure that “all 
members feel included”, but all other alternatives, such as equal access to information or 
the documentation of activities to support learning were chosen by less than half of the 
respondents. 

In other words, only one information aim – that of including members and making them 
feel part of the organisation – and only 2 information activities – sharing information within 
the Board and with members - were largely agreed on. Ambiguity prevailed when it came to 
other  information  activities  or  aims.  Neither  documenting,  nor  storing,  nor  seeking 
information, communicating with the environment nor any other information activity was 
seen as a very important activity by a majority. The same was true for information aims 
such as reaching new members, being known by funding agencies or a general public, or 
supporting efficient work. Again, the prevalence of (the existing) members – their social 
inclusion, their empowerment, their learning – can be noted over other possible aims.

As noted above, there are too few individuals in the study to draw any certain conclusions 
about  attitudes within each organisation.  However,  it  seems safe  to say that  there  was 
ambiguity within the Boards of all responding organisations in relation to the information 
aims and tasks for their organisations and Boards. The table below describes the number of 
times there was agreement among the respondents from the same organisation on what were 
the 3 most important information tasks of the Board, the 3 most important information aims 
for  the  whole  organisation,  and  the  3  most  important  information  activities  to  further 
organisational aims14. For each aim or task where all respondents from an organisation were 
in agreement, either that it was among the most important ones for their organisation, or 
that it was not, this is noted in the column “agreed”. Between brackets is the number of 
times that all Board members in an organisation agreed that an aim or task was important. 
The number of times the respondents were divided as to whether an aim or task was among 
the most important ones is noted in the column “amb” (ambiguous). 

13 mini and full questionnaire
14 Only the question about the 3 most important information activities to further the organisational aims was asked 

in both mini and full questionnaires.
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org Most important info 
tasks Board (N = 39)

Most important info 
aims organisation
(N = 39)

Most important info ac-
tivities to help organi-
sational aims (N = 50)

agreed amb agreed amb agreed amb
1 1 (1) 6 2 (1) 9 8 (1) 5
2 3 (2) 4 3 (1) 8 2 (1) 11
3 2 (1) 5 4 (0) 7 4 (0) 9
4 1 (0) 6 4 (0) 7 5 (0) 8
5 5 (2) 2 2 (1) 9 2 (0) 11
6 1 (1) 6 3 (0) 8 4 (0) 9
7 3 (2) 4 3 (1) 8 6 (3) 7
8 4 (1) 3 9 (2) 2 7 (1) 6
9 1 (1) 6 4 (0) 7 8 (1) 5

Table  12: Ambiguity and agreement among Board members in youth/peace organisations on the  
most important information aims and activities.

That there was relatively much ambiguity in Board members’ opinions and sensemaking of 
their  own  organisation’s  information  aims  and  important  activities  is  in  line  with  the 
findings that these organisations set much store by the individual members’ possibilities to 
shape the organisation as they see fit, and the strong value of flexibility. A contributing 
influence may have been the fast generational changes: many of the Board members only 
stayed on the Board for one or two years, and each year there were several newcomers. 
According  to  among  others  Daft  &  Lengel’s  (1984)  information  richness  theory  and 
Mintzberg’s (1998b) view on groups as leaders, such ambiguity means that much and rich 
communication among the Board is in order. This can explain the wishes of Board members 
for more rich communication, both among themselves and with the local members even 
when they have quite regular contacts in place already. 

8.3. Summary
In  this  chapter,  some  results  from  a  survey  to  Board  members  in  9  youth/peace 
organisations have been discussed. While most of the organisations were slightly larger in 
membership,  activities  and  staff  than  YOUTH  FOR  PEACE,  they  also  showed  clear 
similarities with the case organisation when it came to their members' age, their structures, 
aims, resources and the tasks for their Boards. Among others, most Board members from all 
organisations  agreed  that  some  of  the  most  important  general  aims  were  that  their 
organisation should have a democratic structure, that all members could actively contribute 
to the organisation's strategies and activities,  and that  members would learn to become 
active citizens. 

Most of  the  findings show similar  tendencies in information activities  and information 
attitudes as the case study of YOUTH FOR PEACE. For instance, while there were similar 
individual variations in how many and which sources Board members used for seeking 
information,  significantly  more  Board  members  sought  information  in  face-to-face 
conversations  with  other  Board  members  than  from previous  Boards.  For  storing  and 
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retrieving  information,  a  majority  of  organisations  and  Board  members  used  website 
archives,  but many also stored the information themselves or relied on other individual 
Board members. For sharing information internally, many different tools were used, and 
especially face-to-face meetings were seen as highly important by a large majority, for a 
number of reasons. 

In the following chapter, these and more findings from the survey will be discussed together 
with  results  from  the  case  study  in  YOUTH  FOR  PEACE  in  the  analysis  of  the 
disturbances,  tensions  and  contradictions  within  and  between  the  information  activity 
systems and how they can influence the activities and their development. 
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9. Discussion

In this chapter, the findings from the case study, described in Chapter 7 and from the survey 
study, described in Chapter 8, are discussed from two different points of view. In a first 
section, the relationships between the information activities that were identified in the case 
study as well as between these and neighbour activities are analysed further. This lifts the 
analysis in Chapter 7 from a description of the aspects within each activity system to an 
inter-activity  level.  A  second  part  concentrates  on  the  analysis  of  tensions  and 
contradictions found within and between the information activities in the case study and 
discusses, with the help of earlier research in information management and information 
behaviour and Mintzberg's theory of emergent and planned strategies, what these tensions 
and contradictions can imply for the development of information activities in youth/peace 
organisations. In the second part, findings from the survey study as well as from earlier 
research on voluntary organisations are included to strengthen and nuance the tensions 
found in the case study and relate them to a broader socio-historical context. 

9.1. A super-activity system of information management
As was mentioned at the beginning of Chapter 7, dividing human behaviour in separate 
information activities is an analytical  tool  rather than a recognizable description of the 
spectrum of  human  information  activities  in  a  real-life  context.  In  the  case  study,  the 
information  activities  of  environmental  scanning,  seeking  information,  storing  (and 
retrieving)  information,  creating information products,  disseminating information to  the 
environment  and  sharing  information  within  the  organisation  were  isolated  based  on 
empirical  findings  and  earlier  research  showing  that  there  were  sufficient  differences 
between  the  aspects  and  contexts  of  these  activities  to  treat  them as  separate  activity 
systems.  Chapter 7 has discussed how information actions on individual and collective 
levels  interacted  with  characteristics  and  aspects  within  each  of  these  six  information 
activity systems. However, in real life in a complex society, activities exist more or less 
independently in a societal net of many other activities that they have different and dynamic 
relationships to (Engeström 1987, p.80). The different information activities described in 
Chapter 7 are closely related in a string or cycle of information activities within a broader 
“super-activity”  of  information  management,  as  the  process  approach  in  information 
management research (for instance Marchand et al.  2001, Choo 1998, Davenport 1997) 
argues. 

The close relationships between the six information activities in the case study are fairly 
obvious. They all shared a more or less common object of information in some form, and 
the  outcome of  information  activities  such  as  seeking  or  retrieving  information  would 
typically become the object of other information activities, such as sharing information. 
Also aims, intentions and goals could easily become blurred, as subjects typically would 
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not create an information product without the intentions of sharing or disseminating it, for 
instance. Another question may be what makes all these activities part of an information 
management process according to definitions such as Wilson's (1997) “The application of 
management principles to the acquisition, organization, control, dissemination and use of 
information relevant to the effective operation of organizations of all  kinds”. Here it  is 
argued that the conscious or unconscious choices and decisions the Board members made in 
all actions in each of the activities – which sources were preferred above others, which tools 
were used, whether to be a “filer” or a “piler” in organising one’s documents, who to share 
information  with,  how often,  through  which  media…  -  as  well  as  the  choices  which 
information activities to prioritise above others, taken together formed a pattern of personal 
information  management,  which  influenced  and  was  influenced  by  collective  and 
organisational patterns of information management activity.

On a collective level, the group of Board members in YOUTH FOR PEACE decided which 
information tools and resources they would use to seek, store, create, and share information 
in their Board. Also these could be deliberate decisions or unconscious developments. Here 
there usually was some formal and informal division of labour, in which not all  Board 
members needed to participate as actively in all the activities. Someone could be given, or 
take upon herself,  a larger share of information seeking actions,  whereas someone else 
could be more responsible for organising information or creating documents. The choices 
could be made ad hoc, at each Board meeting or follow a given rule or policy – however 
they were made, they reflected underlying values and aims of YOUTH FOR PEACE. 

On an organisational level, the division of labour could become more formalised, as in the 
case of the delegation of an information seeking task to the Board by the annual meeting, or 
including the retrieval of documents for members in the task description of the staff. A 
major Board task was to coordinate information processes in the whole organisation. To 
some extent the Board made decisions, set strategies or put structures in place to influence 
the information activities of other members in the organisation, such as renting meeting 
places for local groups or trying to influence local groups to write articles in their local 
media. These decisions could be ad hoc decisions where the Board members themselves 
might not realise the impact of their decision on the information management processes in 
YOUTH FOR PEACE as a whole, or they could form part of a conscious information 
strategy. 

YOUTH FOR PEACE itself did not view the information activities as interconnected in an 
information management system. The term “information management” was not used in any 
of the organisation’s policy documents and while there was some awareness of key issues in 
information management, they were not treated as belonging to one single area. Rather, 
internal information sharing on the one hand and documentation and organisation on the 
other hand were treated as two different activities, the first connected to democracy, the 
second to continuity and learning. External information sharing was seen as yet another 
separate activity aimed mostly at gaining members. 
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Earlier  research  within  information  management  has  shown  that  this  is  a  common 
occurrence, but it has also shown that treating all information activities as interconnected in 
an information management system can lead to a better understanding of how information 
activities  support  or  contradict  the  general  aims  of  an  organisation  and  of  the  use  of 
information as a key resource. Even though members in YOUTH FOR PEACE did not 
think of information activities as an interconnected system, all information activities and 
especially  information  sharing  within  the  organisation  formed  a  large  part  of  Board 
members'  daily  work.  This  was  even  more  true  for  the  Chair  and  Vice  Chair.  In  a 
description of her work for YOUTH FOR PEACE during three weeks, almost all actions of 
the Chair of Second Board were information actions.
Of altogether forty-five hours:

• Ten  were  spent  communicating  (mostly  sharing  information)  with  members.  Of 
these, she spent around seven hours in face-to-face meetings and around three hours 
communicating over e-mail or telephone.

• Ten were spent communicating with the staff, of which around eight hours in face-
to-face meetings.

• Between  two  and  four  hours  were  spent  on  communication  (mostly  sharing 
information)  with  external  parts  such  as  members  in  potential  cooperation 
organisations. 

• Five hours were spent creating smaller documents such as guidelines for the staff, 
proposals for Board meetings etc.

• Five were spent organising documents: going through incoming post and weeding 
members’ and Board members’ post boxes at the office.

• Finally, seven hours were spent seeking or retrieving information, among others by 
following one workshop with more general information, going to some meetings, 
and making telephone calls and sending e-mails to find out more about tasks she was 
dealing with.

On top of that, Bea explained in the document that she was constantly in demand to carry 
out many small and disparate tasks that she could not pinpoint exactly, of which many 
seemed to be information-related: 

“it can be all from reading a paper, which accounts to use or whether I know how to find  
someone” (description of Bea's activities e-mailed to Second Board).

At Board meetings in Second Board, roughly a quarter of all items on the agenda dealt 
mainly  with  some  aspect  of  information  actions  such  as  representing  the  organisation 
externally,  share  external  information,  create  documents,  share  information  between 
members or between Board members, etc. Also in the e-mails and on the Board's virtual 
discussion forum, around one fourth of the discussion threads explicitly referred to some 
information activity. Thus it can be concluded that information activities are indeed one of 
the basic activities  in YOUTH FOR PEACE at  least  at  Board level.  Starting from the 
visualisation of the information activities discussed above, the information management 
activity system can be drawn as follows:
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Illustration 8: An information management activity system model.



All  the individual  or collective information actions within the information activities  of 
environmental scanning, seeking, storing, retrieving, disseminating, sharing and creating 
information  on  all  levels  within  the  organisation  together  form  the  super-activity  of 
information management. This figure is on a general level and can be used as an analytical 
tool to question the aspects of interconnected information activities within an information 
management system in any organisation. Therefore, it is part of my theoretical contribution 
to  information  management  research.  As  was  the  case  with  the  model  of  a  single 
information  activity  in  Chapter  4,  also this  model  is  a  simplification of  a  much more 
complex reality. The different information activities are connected with each other and with 
the organisation's values, rules and resources in much more complex relationships that are 
not visualised for clarity's sake.

Just as the activities themselves are influenced by their organisational aims, the goals of the 
individual Board members, the available tools and resources and by the rules and values 
and division of labour as the subjects understand them, the general aims of YOUTH FOR 
PEACE, its division of labour, rules and values (as understood by the subjects) and the tools 
and resources in the organisation influence how information management as a cycle of 
information activities functions.  There may be gaps in between activities that  have not 
connected through a faulty division of labour: for instance, in YOUTH FOR PEACE, local 
members who documented their local meetings would forget to send them in to the central 
archives  to  have  them  stored  there  because  there  were  no  natural  links  between  the 
members documenting the meetings and the members sharing information with the Board. 
In this case, one can also ask which tools were used to communicate about the different 
activities that happened at different levels, and whether something could be done to create 
better connections between the different activities at the different levels. 

The values or the aims of the organisation may also put stronger emphasis on one activity 
than on another. In YOUTH FOR PEACE, the activities of sharing information within the 
organisation  and  with  its  environment  and  documenting  activities  and  storing  these 
documents in a central and accessible location were prioritised in theory, both in policy 
documents  and  by  the  interviewed  Board  members.  The  general  aim  for  information 
activities within YOUTH FOR PEACE that most Board members mentioned was connected 
to internal information sharing, namely, that information should be easily accessible to all 
members. Another aspect that was mentioned by almost all interviewed Board members in 
First Board was that there should be more documenting activities together with a central 
function of storing documents so that the documents could become easily accessible and so 
that there would be continuity in the ongoing work. This emphasis on documentation and 
storing  was  lacking  among  Second  Board  members.  In  Second  Board,  more  Board 
members saw as an important aim that YOUTH FOR PEACE should become more visible 
to an external environment. 

Neither  seeking  information  nor  retrieving information from archives  were  particularly 
prioritised, probably because of the pervasive value of flexibility claiming that all Board 
members and all local members should have the opportunity of shaping their own activities 
and strategies regardless of what had happened before in the organisation. In practice, the 
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documentation of activities and especially the storing and organisation of documents were 
not prioritised either, possibly due to the same value of flexibility and the sense that acting 
now was more important than administrating the activities. And the sharing of information 
with the environment was decentralised and in practice not prioritised either, because the 
Boards  were  not  sure  whether  they  had  the  authority  or  the  means  to  speak  for  the 
organisation. Here, values such as “equality” and “inclusion” of all members played a role. 
Thus, in practice, the one activity that was prioritised in the cycle of information activities 
was the sharing of information within the organisation, which was seen as an essential 
activity because of values of inclusion and democracy. A similar focus on synchronous and 
internal information sharing rather than an interest in documenting, storing or retrieving 
information on past activities and the important values of including local members as well 
as allowing flexibility among Boards was found among other youth/peace organisations in 
the survey study.

With reference to this, we could nuance the model of the information management super-
activity system within YOUTH FOR PEACE as follows: 
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Illustration 9: The information management system in the Board of YOUTH FOR PEACE. The size  
of the circles symbolizes the actual attention and resources devoted to the activity.



9.2. Neighbour Activities
The figure above visualizes how the information activities influence and are influenced by 
each other. Activities such as the seeking of information support the subsequent sharing of 
information, for instance, while at the same time the choice of what to seek, how, and how 
much effort to spend on the actions is influenced by the aims of the information sharing 
actions they support. 

But information activities are not only interconnected with each other. As Frances put it 
when discussing the aims of information in YOUTH FOR PEACE, 

“The most important aim with information is to support something else,  it's not the  
information in itself, rather you want someone to follow a course, or you want someone  
to come prepared to a meeting” (Frances).

In this way, all the descriptions of information actions and activities included descriptions 
of the activities the Board members hoped to use them for - seeking information to learn 
about their tasks, sharing information to influence decision making, storing information so 
that new generations could learn about activities in the organisation, etc. 

In the terms of activity theory, the outcomes of information activities are not only used 
within  the  information  management  system,  but  they  also make  a  connection  between 
information activities and neighbour activity systems. According to Choo’s (2006) synthesis 
of  information  management  research,  the  major  strategic  activities  supported  by 
information  are  the  activities  of  making  sense,  making  decisions,  and  innovation  or 
learning. These activities can be called neighbour activities to the – in this study – central 
information  activities.  More  precisely,  they  are  what  Engeström  (1987)  calls  “object-
activities” since the objects and outcomes of the information activities are most often used 
as tools or sources within these three activities. However, as Engeström points out,  the 
relationships  between central  activities  and neighbour activities  are  as  dynamic and as 
interdependent  as  the  relationships  between aspects  within each  system.  Moreover,  the 
related activities  can “hybridize”  each other  through their  exchanges (Engeström 1987, 
p.88). In other words, not only can the outcome of an information seeking activity influence 
actions in, for instance, a decision making process; aspects in the decision making activity 
(such as its division of labour, or its rules), also influence the information seeking activity. 

Apart from object-activities, Engeström imagines neighbour activities that produce the tools 
for the central activities, activities that influence the characteristics of the subjects (such as 
education)  and activities  influencing the  rules  in  a  central  activity  system.  Information 
activities in YOUTH FOR PEACE are also related to these types of neighbouring activities 
– for instance one can argue that the schooling of most Board members in the Swedish 
educational  system has provided them with certain  experiences  and preferences,  which 
influenced the way they stored information or created documents (see 7.2. for examples). 
Moreover, one can easily imagine more types of neighbour activities connected to aspects 
in the information activity system that were added to Engeström's model, such as activities 
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influencing  the  division  of  labour,  or  the  organisational  values.  However,  since  both 
Engeström (1987) and Choo (2006), each from their approach put forward object-activities 
as  the  primary  neighbour  activities,  this  section  concentrates  on  some of  the  relations 
between information activities  and the activities of decision making, sense making and 
learning or innovation. Any of these activities could easily be the central activity in focus of 
a dissertation of their own. In contrast this section concentrates on some of the findings 
from the information activities described above in terms of the roles they can play for these 
three activities in YOUTH FOR PEACE. 

9.2.1. Supporting sensemaking 

The aim of sense making in organisations, according to Choo's (2006) rendering of Weick's 
(1995)  theory,  is  to  arrive  at  a  joint  understanding of  what  is  taking  place  within  the 
organisation and within the organisation's environment and what that means for how the 
organisation could act collectively (Choo 2006, p.80).  In ideologically driven voluntary 
organisations, shared sense making is a very important process since common aims and a 
sense of inclusion are some of the few driving forces for why people participate in the 
activities at all.

Environmental scanning: enacting the environment

To make sense of the environment of YOUTH FOR PEACE, the Chairs, Board members 
and  members  enact  their  environment.  Among  others,  they  decide  which  parts  of  the 
environment are meaningful to YOUTH FOR PEACE, so they can feel more confident 
about which of the information they encounter from the environment is worth taking in and 
forwarding, and where to seek more information.  Each new Board year,  the prioritised 
environment  could  change  according  to  which  organisations  and  which  sources  of 
information the new Boards felt to be the most important. Within the Boards, the Chairs 
played an important role in the enactment of their environment. Frances related how she 
neglected some of the organisations and contacts that the Chair before her had passed on to 
her,  but  how  she  on  the  other  hand  had  brought  in  new  contacts  and  new  partner 
organisations from her own social acquaintances. Since Frances had most of her contacts in 
the peace movement, these were mostly peace organisations and peace networks. Bea, who 
followed her as Chair for Second Board, had her own contacts mostly with people in other 
youth organisations. While some of the contacts from First Board still were seen as valid, 
Bea herself concentrated more on information from one or two large youth organisations. 

Since YOUTH FOR PEACE received what they experienced as too much information from 
possibly relevant sources, both Frances and Bea told the staff and the Board members to 
concentrate on information encountered from two or three organisations. Among these were 
LSU,  the  network  organisation  for  Swedish  youth  organisations,  and  Forum Syd,  the 
network  organisation  for  Swedish  peace  and  international  organisations.  Most  of  the 
information from other sources was weeded. The Boards also discussed how to decrease the 
number of networks and joint projects they were involved in, partly to save some money 
and  partly  because  it  was  difficult  to  find  representatives  for  all  meetings  with 
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organisations. It took some time for the new Board members to learn about the relevant 
organisations in their environment, so they could not make informed decisions about their 
environment at the beginning of their term. However, when discussing this at the end of 
their term, they tended to feel that such decisions would constrain the new Board and refer 
any decisions to the next Board anyway. This had as a result that there was less active 
enacting of their environment than there could have been, had the Board members stayed a 
longer time on the Boards. 

The Boards of YOUTH FOR PEACE were careful about restraining and concentrating their 
members' environment by enacting it for them. They would forward as much information as 
possible  to  their  members  and  leave  the  decisions  of  which  organisations  to  become 
involved with to the local levels. As Sara, whose task it was to forward information from 
the environment to members and Board members, related, it was not clear how much the 
Board members could act as gatekeepers. At the same time, the Boards recognized that they 
would do their members a disservice, if they did not weed among the incoming information. 

Rich information sharing to make common sense 

In order for all members to arrive at a joint understanding, the organisation has to provide 
them with opportunities to develop shared values and to agree on which information can be 
seen as relevant. Choo (2006, p.77) claims that this mostly happens through talking, for 
instance  by arguing at  meetings.  Jonsson (1995,  p.177),  found that  popular  movement 
organisations use organisation-wide debates and discussions to make the organisation move 
forward.

Also  in  YOUTH  FOR  PEACE,  the  importance  of  rich,  face-to-face  meetings  was 
recognized as a motivating force on all levels of the organisation that would bring members 
closer  together.  Board  members  created  a  common  sense  of  their  organisation,  their 
situation  and  the  issues  to  be  decided  on  mostly  through  long  discussions  at  Board 
meetings. It was also there that they made sense of what it meant to be a Board member in 
YOUTH FOR PEACE.  The opportunities  even new Board members had to  participate 
actively  in  the  discussions  and  the  decisions  from the  start  can  have  intensified  their 
sensemaking,  as  it  is  through talking and arguing one's  own point  of  view more  than 
through taking in others that people can understand their own thoughts and attitudes (see 
Choo  2006,  p.88-90).  The  sharing  of  information  at  the  meetings,  both  when reading 
through the minutes from the latest meeting, when sharing personal information in the “how 
are  we-rounds”  and  during  breaks,  and  when  sharing  information  about  what  was 
happening in the organisation and its environment and what the Board members had done 
in their areas, all contributed to the building of a common framework.

The  creation  or  re-writing  of  policy  documents  was  a  major  opportunity  for  joint 
sensemaking especially  in  the  Boards,  but  also to  some degree  for  all  members,  as  it 
allowed all members to formulate their own understanding of the visions, the aims, and the 
activities for YOUTH FOR PEACE in long face-to-face debates. In this case, the style and 
the wording of the documents were as important as their contents. The yearly debates rather 
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than  the  information  products  themselves  created  a  joint  sense  of  identity  for  all 
participants. 

9.2.2. Supporting decision making

Information behaviour in the context of strategic decision making in organisations has been 
found to be complex, especially when many participate in the decisions. Often, decision 
making is seen as a rational or bounded rational process (Simon 1957, quoted in Choo 
1996,  p.8-9),  where  information  is  needed,  acquired,  and  then  used  to  find  the  best 
alternative for action. According to Brunsson (2006), rational decision processes that are 
open to many participants with conflicting interests are the only legitimate ones in political 
organisations, whereas more action-focused organisations put more stock in fast decision 
processes that promise solutions ( Brunsson 2006, p.19-22). Rational decision processes 
take time. Decisions in voluntary organisations can only be legitimate if they are made in 
consultation  with  all  organisational  members,  which  implies  lengthy  and  complicated 
information  seeking  and  information  sharing  actions  (Nowé  2001a,  p.72-77,  Schueber 
2003, p.60). Moreover, in political organisations especially, there may not be a connection 
between the decisions made at Board level and the actions that are being accomplished at 
local level (Brunsson 2006, p.71-2).

The activity of decision making was central for the Boards of YOUTH FOR PEACE; the 
major part of their Board meetings were spent making decisions on both more operational 
and more strategic issues. There were several traces of (bounded) rational behaviour in the 
way information was sought, presented, shared and used for these decisions. The proposals 
all  had to include a background of ”data for decision making”, in which the necessary 
information to discuss different options was to be found. If it transpired that there was too 
little information in these data, the decisions would be postponed and someone would be 
appointed to seek more information. The Board members would have liked to include more 
information from local members in their decision processes and were frustrated that the 
members did not give them spontaneous information on which decisions they wanted the 
Board to make, or feedback on the decisions that they had made. However, sometimes the 
role of gathering information from local  members was symbolic rather than effectively 
contributing to decision making.

All Board members were expected to share their opinions and did so at length, even when a 
point  had  already  been  made  by  another  Board  member.  Although  there  were  some 
instances when a few Board members could sway the discussions because of their superior 
knowledge or experience, they felt that this way of making decisions was less legitimate 
and could even be dangerous.  For  instance,  Fiona tried to  tone down her own role in 
discussions, since she felt that her large experience of Chairing meetings could have given 
her an undeserved “expert authority”,  and that her influence on the decisions processes 
could be dangerous from a democratic viewpoint.

Sometimes  discussions  were  repeated  at  several  meetings  or  through  e-mail  if  Board 
members had been absent or had changed their minds in the meantime, and the decisions 
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from the earlier meeting could be changed again. Moreover, it was commonly accepted that 
decisions, even from the annual meetings or documented in strategic documents, did not 
always need to be followed. 

Also on an organisational level, including as many as possible in legitimate ways in the 
information seeking and sharing before making decisions was an important  trait  of the 
decision processes, as the organisational information seeking processes before decisions at 
the annual meetings and the creation of strategic documents showed. 

These traits are typical for decision processes like Brunsson (2006) described in political 
organisations, or like Jonsson (1995) described in his study of the leadership of popular 
movement organisations. The process of inclusion and discussion was more important than 
arriving at and implementing a solution. This could be experienced as frustrating by the 
members though, and it could also mean that information that was gathered and shared 
when the decision process had first started had been forgotten by the time it  had been 
discussed several times, especially when the discussions were brought up again in new 
Boards. 

9.2.3. Supporting learning and innovation

The third strategic use Choo (2006) sees for information in organisations is to support the 
creation of new knowledge, in other words, learning. In YOUTH FOR PEACE, this could 
be related to the creation and sharing of knowledge to lead the organisation onwards, as the 
concept is used within knowledge management theory by for instance Nonaka and Takeuchi 
(1995). But it could also refer to the “democracy schooling” of the individual members in 
the  organisation  that  is  emphasized  in  literature  about  the  societal  relevance  of  youth 
organisations. This second side of learning will  be discussed in more detail  in the next 
sections; here it may suffice to say that some of the skills such as chairing and documenting 
meetings or writing funding applications and values such as the importance of including all 
in discussions and ensuring internal democracy in processes of information seeking, sharing 
and decision making in general were part of the “organisational memory” of YOUTH FOR 
PEACE that could be passed on through the processes where information and knowledge 
was sought and shared within the organisation.

Information sharing, creation and learning

Research on “learning organisations” assumes that new knowledge is created when either 
explicit knowledge, which is either held by individuals or as rules and guidelines in the 
organisation, or so-called tacit or implicit knowledge, which is either individual knowledge 
from experience that is difficult or impossible to express explicitly, or implicit routines in 
organisations  (sometimes  called  the  “organisational  memory”),  are  converted  into  new 
explicit or tacit knowledge. Nonaka and Takeuchi (1995) believe that the most powerful 
way of creating new knowledge is to convert  tacit  knowledge into explicit  knowledge. 
Which knowledge or information is converted or transformed in this way is influenced by 
the framework of cultural knowledge or implicit values that guide what is considered as 
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important information and knowledge, and who is considered authorised to share and create 
new information (Choo 2006, p.145).

A prime example of the re-creation of explicit into explicit knowledge in YOUTH FOR 
PEACE was the annual re-writing of strategic documents. But the long and rich discussions 
around these documents also served as important opportunities for all present members to 
make the documents their own and understand the implicit knowledge embedded both in 
the documents and in the memories and experiences of the more experienced members who 
discussed them. In this way, central values and routines were imparted in a more implicit 
way  from old-timers  to  newcomers  through  the  rich  discussions  that  used  the  policy 
documents as boundary objects. 

One could say that the organisational memory of YOUTH FOR PEACE consisted in part of 
these  explicit  strategic  and policy  documents,  and in  part  of  the  understanding of  the 
identity  and  the  traditions  of  YOUTH  FOR  PEACE  among  the  members  that  was 
sometimes explicitly shared by old-timers to the newcomers in both Board meetings and in 
annual meetings, but more often learnt by newcomers by partaking in discussions, meetings 
and activities and soaking up the way the old-timers discussed, chaired and documented 
meetings,  or  referred  to  implicit  values  and  routines.  This  second  way  of  passing  on 
information and experiences would be called the transferring of tacit into tacit information 
within knowledge management traditions. 

The important value of flexibility within YOUTH FOR PEACE influenced in which way 
information could be shared. Explicitly stating what had been tried, and failed, in earlier 
Boards,  or  in  other  ways  constraining  new  discussions  through  explicit  and  detailed 
information or guidelines was not seen as a legitimate way of passing on knowledge. This 
means that the passing on of explicit information to implicit knowledge or of explicit to 
explicit information were relatively less legitimate. Also the focus on acting now, rather 
than administrating or documenting what had happened or seeking information about past 
events and experiences, meant that there was relatively little explicit information that was 
sought or passed on over the years.

The most legitimate way of learning and of passing on knowledge was “by doing” or by 
meeting each other face-to-face, which comes most closely to the socialisation process of 
passing  on  implicit  information  among  old-timers  to  implicit  information  among 
newcomers. This was not always feasible due to the high costs of such meetings though. 
There were some efforts to transfer mostly implicit information, such as the experiences of 
the earlier Board or the experiences of project groups, into explicit information by creating 
more documentation. However, this did not always work well: the documentation created 
for the handover between Boards was too general to be of use, or was forgotten by the 
Board members receiving it, and local members did not always create the documentation of 
their activities that the Boards would have liked to have. 

Because of the emphasis on flexibility and on the importance of face-to-face meetings and 
participating in activities to learn, the continuity of the organisational memory depended on 
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the presence of old-timers in Boards and in the organisation. If a Board consisted of only 
new Board members, as had happened in the recent past, there was likely to be a break in 
the memory. But if there were some old-timers staying on, the organisational memory of 
implicit routines and policies in the Boards at least was surprisingly constant, since new 
Board members were apt to follow the recommendations of the old-timers. 

9.2.4. Summary

The interactions between information activities and the activities of making sense, making 
decisions and learning or creating new knowledge were many and the activity systems 
influenced each other. While information activities such as seeking information, sharing 
information  or  creating  documents  were  influenced  by  the  aims,  resources  and values 
inherent in the activities they supported as well as by the aims, values and rules within the 
whole organisation, the way the information actions were accomplished also influenced 
how the processes of making sense, making decisions or learning could develop. This is 
visualised in the following figure:
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This ends the discussion of the information activities within YOUTH FOR PEACE at the 
time of my study, and how they were connected both with each other in a super-activity 
system  of  information  management,  and  with  central  neighbouring  activities  within 
YOUTH FOR PEACE. 

The next part in this chapter will take a closer look at the tensions and contradictions that 
are present within and between the information activities both in YOUTH FOR PEACE and 
in similar organisations and draw some conclusions about what this means for the directions 
these activities can take in the future. 

9.3. Disturbances and tensions
Chapters 7 and 8 have focused on a detailed description of the activity systems included in 
the super-activity of information management in YOUTH FOR PEACE and a description of 

200

Illustration  10:  Information activity systems and neighbour activity systems in YOUTH 
FOR PEACE.



some aspects and activities in nine similar youth organisations. Already in that description 
some tensions between different  aspects  of the system have become apparent,  as  have 
instances where the outcome of actions did not correspond with the proclaimed goals and 
aims. As explained in Chapter 4, activity theory according to Engeström treats the tensions 
that can be found within an activity system as not only inevitable, but as the drivers for 
change  in  the  system.  This  section  considers  the  tensions  and  the  changes  that  have 
occurred more systematically in order to study not only what lies behind the changes that 
did occur, but also in an attempt to theorize about the basic drivers for the development of 
information activities in youth/peace organisations in general. 

Engeström (1987) ranked four types of tensions that could be found in an activity system; 
primary tensions  occurring within one aspect  of  the  system,  such as  conflicting goals, 
problems with tools, rules that are not followed or unclear, etc., secondary tensions between 
aspects of the same system, for instance between goals and the existing resources, tertiary 
tensions between an old version of the system and a newer version, and quaternary tensions 
between the activity system and another activity system. The tensions lead to changes, 
which  resolve  some  tensions  but  lead  to  new  tensions,  and  so  on.  The  tensions  are 
manifested by disturbances in the actions, which for instance can be unsolved disputes, 
goals and aims that aren't quite reached, or experienced problems while performing the 
actions. Underlying the tensions are one or more broad basic contradictions that do not 
disappear. In this study, the basic contradictions are specific for youth/peace organisations. 

In  this  first  section,  the  disturbances  and  the  underlying  tensions  in  the  information 
activities  in YOUTH FOR PEACE are discussed.  Where relevant,  the results  from the 
survey are brought up to support the discussions. During one and a half year, many smaller 
and larger disturbances can be observed in information activities and it would be of little 
value to simply enumerate all instances. It is the task of the researcher to categorize and 
make sense of the empirical material. In this section, disturbances are grouped together with 
the major tensions that seem to lie behind that set of disturbances. In some cases a pattern 
of disturbances is seen in one information activity, in others it can be observed in several or 
all  of  them.  This  section  is  concluded  by  a  visualisation  of  the  major  tensions  in  all 
information activity systems. 

9.3.1. Them and Us: the paradoxical gap between Board and members

Board members in YOUTH FOR PEACE and in other youth/peace organisations could not 
get enough of communication with local members, while local members on the other hand 
relatively seldom felt the need to communicate with the Board of their own accord. As good 
as all members in First Board and Second Board lamented the lack of rich contacts with 
local members at one time or another, and several would have more or richer contacts with 
their local groups if they had more time. The Boards wanted to share as much information 
as possible with their members, to ask and receive feedback from the local members on 
issues both smaller and greater, and to receive information from local members or groups 
both  informally  and as  formal  documentation.  The  members  on  the  other  hand,  while 
demanding more  information  from the  Boards  on  some occasions,  did  not  give  much 
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feedback to  their  Boards’ proposals  and questions,  nor  did  they as  a  rule  share  much 
information  either  with  the  Board  or  with  other  members  through the  tools  that  were 
available. 

This pattern is confirmed by the survey results. Also in other youth/peace organisations, 
members contacted the Board far less with information, questions or feedback than the 
Board  would  inform members.  There  was  a  striking  agreement  among the  responding 
Board  members  that  meetings  with  local  members  were  very  important,  and  a  clear 
majority would like to have more contacts with members independent of how often they 
met local members already. A clear majority of respondents15 (39 of 50) agreed as well with 
the  proposition  that  the  contact  between Board  and members  was  problematic.  That  a 
majority of Board members identified problems in this respect suggests that the experienced 
lack of information sharing from the members in YOUTH FOR PEACE is typical for this 
group  of  organisations.  Also  research  on  information  management  or  leadership  in 
voluntary  or  non-governmental  organisations  has  on  several  occasions  concluded  the 
importance of  encouraging broad participation in  information processes (Jonsson 1995, 
Nowé 2001a, Schueber 2003, Lindh 2003). 

Also some of the perceived problems in storing information may deal with Board members' 
concerns about the access of local members rather than with their own needs. 38 of the 50 
respondents16 experienced problems in the activities of organising and storing documents. 
Whereas only 5 of the 39 respondents found it difficult to retrieve documents themselves, 
11 believed it was difficult for local members to retrieve internal documents, and a further 
four people even though it  was next to impossible.  Almost all  of the respondents who 
answered (23 of 25) felt that if it was difficult for members to find internal documents, this 
was problematic. Again, the value of including members in all information (and in a further 
sense thus include them in decision making) is pervasive. 

Mind the gap: disjointed practices

One tension  underlying  this  disturbance  in  the  internal  information  sharing  lies  in  the 
division of labour encouraging many different local activities and projects on the one hand, 
and the aim that all members should feel included in one and the same organisation on the 
other hand. 

In YOUTH FOR PEACE, as in other youth/peace organisations, the Board members are 
chosen from among the local members, by the local members, at an annual meeting. Yet it 
seems that as soon as the Boards have been chosen, a gap opens between the Board and the 
rest of the members. The non-Board members, suspicious of management and authority as 
members in a voluntary organisation are apt to be (see for instance Handy 1988, p.2-9), 
nevertheless have expectations of the Board in their leadership role that may be more or 
less  vague.  The Board members certainly experienced these expectations as vague and 
accepted that it may take them a long time to learn about them. Several Board members 

15 mini and full questionnaire
16 mini and full questionnaire
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agreed that their tasks were more administrative in nature and felt distanced from the more 
direct activities of local members. 

One of the tasks of the Board that was stated in the statutes was to coordinate the activities 
of the local members. However, one of the major values of YOUTH FOR PEACE, the 
flexibility value, encouraged all local members to initiate and manage their own projects 
without any influence from the national Board. As long as such projects did not clearly go 
against the basic ideology of YOUTH FOR PEACE, these could take many different forms. 
The national Board was supposed to support these projects, but as neither the distribution of 
funding, nor the management of the projects were the responsibility of the Boards, it was 
difficult for the Board members and for the local members to know which form this support 
was supposed to take. 

During the case study, there were around six local projects in YOUTH FOR PEACE that 
were totally managed by local  members.  Most other youth/peace organisations have as 
many or more activities ongoing simultaneously at a local level. As all project groups as 
well as the Board had different practices and different aims, the Board and the different 
local projects could be seen as several different communities of practice that had little in 
common. While information sharing within such communities is rich and happens often, it 
is far more difficult to share information in between the communities (see Brown & Duguid 
1998, 2001). That the projects happened in different parts of the country aggravated the 
difficulty of sharing information, but it seems most likely that the local projects simply did 
not have much in common. Neither did the local groups need much contact with the Board 
to fulfil their own goals. Groups of members and Board members had different interests in 
the organisation, and if the member groups did not share enough common practice with 
other members, or with the Board, they would not in practice need to communicate or 
cooperate at a distance, although they might feel  the wish for more social cohesion or 
symbolic involvement.

At the same time, YOUTH FOR PEACE had strong egalitarian values and there were few 
areas where Board members felt  competent or authorized to set strategies or undertake 
actions without consulting with the local members (see also 9.3.2). Thus the inequality in 
information  sharing:  the  Board  members  could  not  do  without  the  members’ regular 
feedback and approval, whereas the local members did not really need the Board. That the 
members were spread over the country made the organisation even more invisible to the 
Board members and increased their insecurity about what they were supposed to be doing. 
The Boards in these kinds of organisations all strived to include all members in the whole 
of the organisation, but it seems that the members’ demands for more insight, or inclusion, 
in the whole of the organisational activities were but rarely followed up by their actual 
participation in  organisation-wide communication.  It  is  difficult  to  make  members  feel 
included if they do not strongly wish this themselves. 
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9.3.2. All talk and no action

In  several  of  the  information  activities,  the  aims,  the  plans,  and  the  decisions  were 
ambitious, but in reality much less was accomplished. For instance within the activity of 
sharing information with the environment, Board members often remarked how difficult it 
was for them to reach their prioritised aim of making YOUTH FOR PEACE more visible. 
The policies and aims in strategic plans for this were not, or incompletely, implemented. 
Even though they discussed the importance of this aim on several separate occasions, they 
did not seem to make much headway neither in First Board nor in Second Board. Board 
members experienced a lack of competence in media and marketing, but did not follow up 
on this either by taking courses or by trying to learn from other members in YOUTH FOR 
PEACE as they said they would. In all, both First Board and Second Board experienced 
severe problems in creating and implementing a strategy for this activity. As a rule, local 
members and local groups of members shared less information with the environment than 
the Boards would have liked. 

A similar tendency could be spotted in the creation of documents. The need for more or 
updated information products was felt keenly in First Board and Second Board, yet much 
fewer were produced from start to finish than were planned, and the information brochure 
that was much talked about in both Boards could not be finished and was never produced. 
The documents that were produced often took much longer time than planned. 

The adage “all talk and no action” is even more fitting when it comes to information storing 
and organising activities. While in theory agreeing that storing and organising documents 
from activities in a central and accessible archive was a priority, neither local members, 
Board members nor staff did much about it in practice. The rules in the statutes and in the 
strategic plans were not implemented fully. Instead, individual Board members (and local 
members) stored the documents they found important themselves or trusted that some other 
member would have kept them. No one had the formal responsibility of either archiving 
internal  documents  or  weeding  the  existing  archives,  and  the  Board  members  that 
repeatedly promised to take this responsibility did not get around to it. Of course this could 
lead to problems in retrieving the  documents,  or even in  remembering that  there were 
documents to retrieve. 

Everyone can have ideas, but who can act?

One tension underlying these disturbances seems to be an uncertainty about the division of 
labour and of power within the organisation caused by secondary tensions between the 
aims, the values and the formal division of labour. Both within the Boards and in the whole 
organisation there was uncertainty or even insecurity about whose role it was to create, 
maintain or implement strategies for communicating with the environment, whose voice 
was to be included in the information products, or who had the authority to enforce the 
maintenance of a central archive. The tendency was to see all actions as voluntary. At the 
same time, most Board members recognized a need for a unified strategy. But do the values 
of the organisation allow for centralised action? 
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The tensions between the expected division of labour, the formal division of labour and the 
actual division of labour were caused by an ambiguous division of power and responsibility 
between non-Board members and members. The Board saw itself as having a “serving” or 
supporting role where the members had the real power (see also Handy 1988, p.14-15, on 
campaigning  organisations).  The  Board  was  hesitant  to  shape  strategy  without  the 
agreement of the members, which in part explains the ambiguous, blurring, and sometimes 
empty task descriptions within the Board. The members on the other hand did not have to 
give input to the Board's decisions or feedback on questions from the Board and indeed few 
did, either in YOUTH FOR PEACE or in other youth/peace organisations. Local members 
were not obliged either to implement the Board decisions that  were actually made, for 
instance on how they should create documents (such as proposals) or send them in to a 
central archive, or communicate with the environment or each other, nor did they have to 
take the initiative to shape strategy or start coordinated action. 

Aims to have more long-term or centralised strategies for information activities such as 
external or internal information sharing, or documenting, storing and organising, had to 
contend with this power structure where local members were not in any way obliged to 
follow directions from the Board and central directives could be seen as negative, the total 
division of labour with many disjointed local practices that had very little real need for 
interaction with the Board or with each other,  and pervasive values such as flexibility, 
inclusion and democracy.

The values of grassroots democracy and inclusion that were very strong both in YOUTH 
FOR PEACE and in other youth/peace organisations implied that members should have 
access to as much information as possible,  and be included in as much of information 
creation as possible. But for efficiency’s sake, both the (at least democratically chosen) 
Board  and the  staff  acted  as  gatekeepers  and decided which  information  (internal  and 
external) to forward, and the Board was expected not only to initiate, but also to complete, 
information  products  for  the  whole  organisation.  Then  again,  the  Board  members 
themselves were not comfortable with this  responsibility and tried to forward as much 
information as possible and to include as many members as possible in the creation of 
documents and the contacts with the environment. The value of flexibility could be seen 
behind  the  tolerance  on  all  levels  for  aims  and  decisions  that  were  not  implemented. 
Another value acting against long-term strategies was that  all  members'  equal rights to 
participate in all activities and the importance of individual learning of the members often 
were prioritised over competence and experience. 

While Mintzberg’s (1998b) description of management functions such as strategic decision 
making and work coordination in theory seemed to fit in with the task description of the 
Board, in practice they did not have the authority for these tasks. This complexity has been 
recognized for other types of voluntary organisations or non-governmental organisations as 
well (Handy 1988, Jonsson 1995, Nowé 2001a). 
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Do it yourself 

Also the human resources interfered with the possibility for long-term aims and strategies. 
Most subjects were young volunteers whose situations in life were rapidly changing. They 
had many other interests, such as participation in other organisations, travel, and their own 
studies and careers, and usually did not stay in one post or in the organisation for extended 
periods. Even when active, their commitment was varying. 

While the failure to complete all planned information products and to plan and implement 
complete  information  strategies  was  surely  influenced  by  the  short  time  most  Board 
members  sat  on  the  Boards,  another  influencing  aspect  was  the  expectation  that  any 
member suggesting a task was simultaneously volunteering for it – the “Own responsibility-
value”. This could slow the process considerably even when all agreed on the importance of 
the  product  or  strategy.  When not  aware  of  this  strong implicit  value,  no  information 
products or strategies resulted. 

Also in the case of storing documents, the Own responsibility-value played in since there 
was  no  formal  division  of  labour  for  the  activity.  Even though many Board  members 
identified a problem in the organisation of documents, no one cared quite enough about it to 
take the action in their own hands, and then little happened. It was agreed that there were 
only a few persons with the necessary overview to sort and weed older documents, and they 
had many other tasks which they prioritised higher.

In both cases the own responsibility-value in practice gave a low priority to activities that 
were claimed to be highly prioritised, thus marking a difference between talking and acting 
spheres in YOUTH FOR PEACE (see Brunsson 2006). 

9.3.3. Building communities: cracks in the cement

If  the  paradoxical  gap  between  Board  and  non-Board  members  dealt  with  sharing 
information  between  communities  of  practice,  the  disturbances  dubbed  “cracks  in  the 
cement” are about disturbances in information sharing within the Board community. As 
Mintzberg (1998b, p.34) put it, if the top manager of an organisation in fact consists of a 
group of people, much and rich communication is essential, among others to be able to 
make decisions about complex or ambiguous issues (see also Baltes et al. 2002, Daft & 
Lengel 1984), which form a large part of the Board work. The Board members in YOUTH 
FOR PEACE struggled to align their wish for feedback and rich communication with busy 
lives  and  poor  resources.  Rich  tools,  especially  face-to-face  meetings,  were  needed  to 
combat a decline of motivation as the first excitement wore off and even so, each year some 
Board members experienced a lack of motivation due to isolation and uncertainty about 
their  actual  tasks.  That  this  is  not  peculiar  to  YOUTH FOR PEACE is  shown by the 
questionnaire answers, where as good as all Board members felt that Board meetings were 
very  important  for  a  variety  of  reasons,  among others  because  they  strengthened their 
motivation to work in  between meetings.  A majority  (38 of 50)  of  survey respondents 
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identified problems in the communication between Board members, and many also wanted 
more, especially rich, communication with the other Board members.

Although  there  was  a  clearly  expressed  need  for  more  contact  with  the  other  Board 
members in YOUTH FOR PEACE as well, this did not mean that the existing opportunities 
for communication were always used. Even after rules and a division of labour aimed at 
more cooperation and communication, the same Board members who complained about a 
lack of feedback did not themselves contact the others as much as they could or would 
wish.

Flexible structures and disjointed practices

As in the case of the paradoxical gap, it seems that disjointed practices, this time within the 
Board groups, and a lack of clarity about the responsibilities of the Board lie behind this set 
of disturbances. The Board members’ uncertainty about the actual contents of Board tasks, 
and their actual needs for cooperation, led in some cases to an ill thought-through division 
of  labour  where  even  within  the  Board  there  was  little  common  practice.  This,  in 
combination with the distances between Board members prohibiting much rich information 
sharing and the lack of clear-cut tasks for the Board members made it easier sometimes not 
to communicate with each other than to try and maintain the good “group dynamics” and 
the common practice that were seen as important aims by the Board groups. 

The value of flexibility that YOUTH FOR PEACE set such high store by did not help, as it 
meant that tasks and division of labour in the Board were broken up every year,  often 
before they had had time to settle, and replaced by new structures and responsibilities by 
and for a new set of people. The newcomers were in effect asked to set their own tasks 
without having the experience to consider the implications, and this could and often did 
lead to isolated responsibilities without contents, frustration and a lack of motivation that 
was difficult to assuage with the poor resources for communication available. 

In other youth/peace organisations, Board members mostly claimed they worked together 
with some other Board members on more specific areas of responsibility. Still, almost half 
of the respondents said they alone were responsible for some major tasks. Although there 
was no difference between those respondents that worked in groups and those that worked 
alone as to how many wished for  more communication within the Board,  there was a 
difference between the groups in their satisfaction with the Board communication. 17 of 18 
Board members that were solely responsible found fault with the communication activity, 
compared with only 15 of the 23 that cooperated.

9.3.4. Lost in transition

One of the more important information actions to keep knowledge and information within 
the organisation was the handover between the late Board and the new Board. Also in this 
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case disturbances were not uncommon. 31 of 48 respondents17 to the questionnaire reported 
dissatisfaction with the handover procedures. In YOUTH FOR PEACE, the Board members 
used to share most information about their work and thinking with each other at their own 
very last meeting in order to summarize it  in some poorer form to share with the next 
Board.  This  means  that  they themselves  did not  have a chance to  act  upon their  own 
reflections, and the next Board received the information in too poor a context to be able to 
act upon it. 

It is very difficult to put all experience and learning from a whole year into one or two 
documents, which may be part of the reason why the Boards in YOUTH FOR PEACE 
mostly preferred face-to-face meetings for the handover.  These had their own problems 
however,  as not all  Board members could be or wanted to be present,  and little of the 
meeting was remembered later by the new members. The documents on the other hand were 
seen as too general, and they were probably in too poor a form to be of much use. It seems 
that whatever the media for the handover were, new Board members could experience the 
information from the handover as subjectively skewed, feel that they did not receive enough 
information or that it was not rich enough. 

Moreover,  the  Board  members  in  YOUTH  FOR  PEACE  experienced  some  problems 
retrieving their own internal documents. They only seldom used its original paper archive 
and were only beginning to create an electronic archive on their websites, mostly relying on 
individual storing. Both the paper archives and the structure of folders on the office server 
had been designed and used by individuals who no longer were active in the organisation, 
and few of the present  active members and staff  had the experience or competence to 
manage  the  tools.  These  outdated  systems  were  used  sparingly  and  overlaid  by  new 
systems.  The possibility of earlier  experiences,  decisions and even essential  documents 
becoming lost in the transition between the old tools and the new ones was a real danger 
that was recognized by several, but not much acted upon. 

The survey to similar youth organisations showed that several of them were in a similar 
transition process between physical and virtual archives. Although a majority18 (38 of 50) of 
the respondents agreed that there were problems in the way their organisation organised and 
stored its documents, this seems to be an area where some of the felt disturbances were on 
their way to being solved. Many of the respondents commented that they felt the documents 
ought to be easier to retrieve online, but several also said that changes were underway. It 
seems likely that my study happened to come in the final period of a change from a local 
paper archive to a digital archive that can be reached from anywhere in most youth/peace 
organisations. This will certainly help these distributed organisations once it is in place. 

Focus on the future and the value of continuity

In YOUTH FOR PEACE, a focus on the future rather than a desire to know about past 
activities and plans was visible on several occasions. In the survey to similar organisations, 

17 mini and full questionnaire
18 mini and full questionnaire
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a slight majority felt it was more important for new Boards to be creative and create anew, 
than to continue the previous Board’s work and plans, and less than half of the respondents 
rated information aims to support continuity and learning among the most important ones 
for their organisations. Thus a value of flexibility seems to have been a common trait in 
youth/peace organisations in general. 

“Flexibility” in YOUTH FOR PEACE had as a consequence, on the one hand, that the 
Boards  did  not  want  to  influence  the  new Board  members  by  giving  them too  much 
information and on the other, that new Board members did not often contact late Board 
members  or  make use  of  the  information that  they received  or  that  was  stored  in  the 
archives. Maybe this was the reason why it took most Board members several months to 
understand  YOUTH  FOR  PEACE,  its  activities  and  its  environment,  and  this  was 
commonly accepted, as it was commonly accepted that new members had the right to try 
solutions that might have been tried, and failed, before. 

The fast turnover of volunteers in youth organisations, where it takes only relatively few 
years of experience as a local member to become a Board member, and where many Board 
members only hold their office one or two years, speeds up the process. Decisions taken a 
few years, or even only one year, past could disappear in a fog of history since there was no 
one  present  in  the  Board  who  remembered  them.  On  the  other  hand,  relatively  new 
decisions and rules could also fast acquire the patina of “tradition”. Of course, it could lead 
to frustration among Board members and members when decisions were made anew each 
year without remembering the decisions that had been made about similar subjects before.

9.3.5. Too many offers, too little time

While  there were  many opportunities  for  encountering rich information in  the form of 
invitations to participate in meetings, networks, joint activities or workshops, there were too 
few people who had the time or wished to represent the organisation. Moreover, many of 
these meetings took place in the capital, in daytime, which for a distributed organisation 
with few resources meant that even fewer people could possibly participate. 

On the other hand, there was too much poor information pouring in, especially to the office 
but also to the Chairs, in the form of e-mails, letters, newsletters, brochures etc. First Board 
and Second Board had two slightly different approaches to try to resolve this overload, 
where First Board tried to concentrate on weeding hard among the information, and Second 
Board  also  used  the  virtual  discussion  forum and a  new e-mail  address  to  spread  the 
information. 

Both in the case of invitations to encounter rich information or to cooperate, and in the case 
of  the  poorer  information,  there  was  a  bottleneck  in  the  reception  of  and  subsequent 
answers to much of the external information. First, it took time for the information to reach 
the "right" persons in YOUTH FOR PEACE, then it took even more time to construct and 
give  an  answer.  This  also  meant  that  there  was  little  room for  strategically  planning 
cooperation and contacts on a longer term and for the whole organisation. All in all, the 
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disturbances might be summarized as follows: there were many opportunities offered both 
for rich and poor interaction with the environment, but fewer of these were taken than the 
Board wished.

A major underlying tension underlying these disturbances has to do with the expectations 
from the environment that clashed with the role that the Board had constructed for itself. 
Organisations and individuals in the environment believed that the Chair, or at least the 
Board,  in  its  role  of  leaders  and  managers,  would  have  the  power  to  make  strategic 
decisions about cooperation or funding, whereas the Board in most instances delegated 
these decisions to local member groups or to the annual meeting. Even when the Board took 
the responsibility of answering upon itself, the Chair or other Board members still had to 
confer with each other, which also could take time. Invitations to daytime meetings at the 
capital also assumed that the Board had the time and the financial resources to participate in 
them, which it often did not. 

9.3.6. A fuzzy state of knowledge

For newcomers in YOUTH FOR PEACE especially it was difficult to know what one’s own 
tasks and responsibilities as a Board member involved. Also respondents to the survey 
reported on many different issues they needed to find information on when first joining the 
Board.  But  also  more  experienced Board  members  could  experience  uncertainty  about 
which actions needed to be taken to support the local members in the best way, and more 
importantly, ambiguity about which responsibility they were supposed to take according to 
the division of labour within their own Board, or according to the division of labour and 
decision-making power between Board and members. More or less clear information needs 
may be acted upon by seeking information if one knows the available sources, but even 
then it could prove difficult to find the information, as when new Board members failed to 
contact the previous Board members. In the case of fuzzier information needs, even the 
information need was unclear, which could cause insecurity and frustration.

In general discussions at Board meetings, long discussions could be held repeatedly in spite 
of the lack of hard data to resolve the issue, resulting in a certain amount of ambiguity and 
frustration. In some instances, the information could actually be present but be in too poor a 
form to provide understanding, as was the case with the financial reports that the external 
accountant sent to the Board meetings. In several instances of frustrated uncertainty, Board 
members in YOUTH FOR PEACE chose to let the issue or the responsibility slide rather 
than try and formulate, and then solve, such an ambiguous information need. Of course, this 
had as a result that more challenging tasks and responsibilities were not acted upon and that 
the Boards' initial ambitions were disappointed.

Inexperience and flexibility combined

The tendency to let things slide was a result of a combination of aspects. On the one hand, 
we have the relative inexperience of (new) Board members who themselves were expected 
to divide tasks, and who were singly responsible to design and plan for whole focus areas. 
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Together with the flexibility value that led new Board members to try and create their own 
activity anew rather than giving any clear guidelines or strategy to follow, this was a very 
difficult task. As Lave and Wenger (1991) and Wenger (1998b) describe, newcomers to a 
community can learn faster to become a part of the community’s practice if they, while 
being given access to all information and activities, do not immediately have to shoulder 
too much responsibility. YOUTH FOR PEACE allowed newcomers to the Board all access, 
but also gave them all their responsibility from the start. 

On the other hand, we have the flexibility value that declared that all  volunteers could 
contribute in their own ways. Since the Board did not have any direct levers to make the 
local members comply with their plans, in actual fact the Board members had very little 
leeway for strategic planning. But since the Board members themselves were volunteers as 
well, no one could force the Board members to undertake or keep to any task either. So 
when a task became too ambiguous or too complicated, rather than spending a lot of time, 
effort, and frustration upon defining information needs and information seeking, they could 
opt to retreat to a less complex and thus less demanding task instead. 

9.3.7. (Policy documents are) Made to be broken

In YOUTH FOR PEACE, strategic documents were traditionally formulated at the end of a 
Board’s term, building heavily on prior versions and giving raise to much common sense 
making. But the results could not be acted upon by that Board, and both First Board and 
Second Board were careful to formulate their plans and strategies so as not to constrain the 
next Board’s freedom, even when this went against the decisions of the annual meeting. 
Sometimes, when strategies had to be formulated more stringently, the creators added that 
this “does not really have to be implemented”. Also when referring to written decisions and 
policies during the Board year, their own or earlier ones, these did not have to be followed 
according to the Boards and could be reopened for discussion at any time. The creation of 
policy documents can thus be seen as largely symbolic actions. Even the policies on what to 
document and how were not implemented and not stressed. Evaluations of whether rules 
and decisions for the different actions and tools were implemented were sometimes missing 
completely and certainly not encouraged.  When such an evaluation did happen,  it  was 
extremely tolerant especially for local members but also for Board members.

Again,  the  idea  that  volunteers  at  all  levels  should  not  be  constrained  –  the  value  of 
flexibility – can be imagined behind such a practice that clashes with explicit rules and 
aims. In one instance, the authors of a Chair’s report explicitly formulated that members in 
YOUTH FOR PEACE “are as a rule allergic to everything to do with structures and rules” 
(Chair's report to the annual meeting before First Board). By taking the value of flexibility 
this far, the Boards lost another lever with which they could have set and maintained a 
strategy. Moreover, they lost a guideline that could help new Boards come into the Board 
work faster and with less frustration.
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9.3.8. Rich tools for poor organisations

Rich  tools  were  preferred  in  most  information  activities  such  as  seeking,  sharing, 
encountering and creating documents in YOUTH FOR PEACE. The preference for rich 
tools  is  not  surprising:  both  research  on  managers’ information  behaviour  (Mintzberg 
1998b, Oppenheim 1997, etc.), on information seeking when dealing with complex tasks 
(Byström 2005) and research on (group) decision making (Baltes et al. 2002) confirms this 
preference. The power structure within the organisation meant that local members should 
have access to as much rich information as possible to be able to make strategic decisions 
(see  also  Nowé  2001a).  Problems  with  the  poorer  tools  were  an  experienced  lack  of 
feedback or the lack of intellectual access to the encountered information. Also in other 
youth/peace organisations, rich tools were preferred both for communicating with members 
and for communicating among the Boards. 

In  YOUTH FOR PEACE,  a  lack of  resources,  both organisational  and individual,  and 
subjects'  need  to  divide  their  time  and  attention  over  many  activities,  of  which  their 
organisational  engagement  was  only  one,  often  necessitated  compromises.  Also  some 
values worked against the use of richer tools.

For instance when seeking information both within and outside of the organisation, Board 
members in YOUTH FOR PEACE preferred rich tools such as face-to-face meetings. But 
the lack of resources such as money, travel time, time to attend meetings, etc. meant that 
they had to rely on poor tools more than they wanted, and also that they could not maintain 
as many contacts with their local members or with their environment as they would like. 
The Board members weeded among their contacts with other organisations on the basis of 
resources as much as, or more than, on the basis of strategic interest. Also when developing 
information themselves to disseminate to the environment, YOUTH FOR PEACE Boards 
claimed that rich (face-to-face) communication was more efficient, but spent more effort 
developing poor information products. 

When spreading external information among the members, the information often passed 
three gatekeepers (the staff, the Chair, and the rest of the Board) before reaching the local 
members.  Each of the gatekeepers weeded among the information, so that  only a little 
filtered through to all  members.  This practice was similar to the way Daft  and Lengel 
viewed information sharing in hierarchic organisations (Daft and Lengel 1984), and not 
very legitimate in organisations such as YOUTH FOR PEACE.

When sharing information among the Board, the richer tool of the telephone was formally 
preferred in both Boards and rules were made to use it often. But there were some practical 
disadvantages with the telephone that made it less used than the poorer e-mail and virtual 
forum in practice. With the telephone it may be difficult to reach each other and it is more 
expensive. In YOUTH FOR PEACE, all Board members except the Chairs paid their own 
telephone costs even though their telephone use was budgeted as an organisational cost. 
Also  17  of  39  respondents  to  the  questionnaire  stated  that  they  paid  telephone  calls 
themselves. Although it is certainly true that there were few financial resources in YOUTH 
FOR PEACE to support richer tools, the unwillingness to have the organisation pay more 
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than an absolute minimum for the use of rich tools by the Board was also driven by a value 
of equality and "not taking advantages". 

Local members on the other hand did not often use the poorer tools that were available for 
them to communicate because most of their communication was local, which enabled them 
to share information using rich face-to-face meetings. That local members clamoured for 
more interactive (poorer) media to communicate across distance and then did not use them 
can be attributed to the pervasive value of social cohesion, or inclusion, in the organisation. 
The same tension can be seen in the collective aim of Board members to use rich tools 
versus their choice of poorer tools in practice. 

Overall,  the lack of financial resources was a basic tension underlying all activities and 
decisions  in  the  Boards,  which  was  strengthened by  the  value  of  equality  (not  taking 
advantages) and by the inexperience of the Board members in budget matters. It constrained 
which information activities could be engaged in, to which degrees, and using which tools. 
That Board members in YOUTH FOR PEACE were well aware of this constraint could be 
seen in their long discussions about, for instance, which ICT tools to buy and how much to 
spend on them, where and when to have Board meetings to ensure the lowest travel costs 
for all  Board members,  which organisations to cooperate with and which memberships 
could be skipped to save resources, or how much could be spent on printing their own 
information products. Also the website, which Second Board was intent on developing, was 
not seen as an area where they could spend any financial resources. In almost all cases, 
Board members chose to be restrictive in budgeting for information activities. An exception 
was the creation of marketing material, which was explicitly prioritised in Second Board’s 
budget.  To  be  cost-conscious  about  information  activities  is  a  part  of  information 
management, but in YOUTH FOR PEACE most discussions about costs were on a one-to-
one basis  rather  than included in  a strategic  budgeting of  the  information activities.  A 
problem  with  the  budget  discussions  of  information  activities  was  partly  the  Board 
members’ lack of knowledge about the state of their finances,  partly their  inexperience 
about how much information resources and activities could be expected to cost. 

9.3.9. Informality: a threat to democracy?

In many of the information activities in YOUTH FOR PEACE, an explicit preference for 
formal  channels  and  formal  tools  was  counteracted  by  a  more  informal  practice.  The 
"formality" mentioned here does not refer to written rather than spoken tools, as in for 
instance Höglund and Persson (1985, p.45-47). Rather, it refers to the existence of clear and 
visible rules and impersonal tools and routines. The reasons given for this preference often 
centred on democratic  values  and the  value  of inclusion,  but  also the aim to maintain 
continuity  in  the  routines  was  mentioned.  That  the  importance  of  formal  information 
increases as an organisation or community grows larger and more mature is confirmed both 
by Lindh (2003) and by Wenger (2002). However, in the actual practice of YOUTH FOR 
PEACE many routines and tools did not follow their ideal of formality.
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In contacts between the Board and the local members for instance, it was seen as important 
to separate the formal contacts of the Board with the members from the informal contacts to 
ensure that all members would have equal opportunities to contact the Board and receive 
information.  In practice,  the division of labour built  mostly on such informal contacts, 
which was more efficient especially since the division of labour was fuzzy and the different 
contacts with members overlapped each other. Also for the handover of experience and 
knowledge between Boards,  the preferred tools  were formal,  such as encouraging new 
Board members to contact previous Board members with similar responsibilities, but the 
most used tools were informal contacts with acquaintances and old members in the sitting 
Board. Such "shortcuts" were not totally legitimate as they contradicted the flat formal 
organisational structure and values of inclusion. 

Also when it  came to maintaining links with the environment, the preferred tools were 
formal to ensure continuity in the contacts and less dependence on individuals, but often the 
used tools  were  informal  contacts  with personal  acquaintances.  Whereas  top managers' 
informal networks are recognized as an important aspect in the success of their companies 
(Mintzberg 1998b, p.30-1), both the democratic ideology of youth/peace organisations and 
their  fast  turnover of volunteers makes this  a  less desirable strategy for these kinds of 
organisations. 

The failure to create a more formal routine specifying how minutes should be written could 
and did result in less accessible documents. The lack of a formal division of labour, where 
no one was formally responsible for storing and organising practices, made it difficult to 
have a more formal and centrally accessible archive for all important documents. Instead, 
different Board members found ways to work around this in more informal ways such as 
storing their own documents or finding them with other Board members. This had as a 
consequence  though  that  especially  local  members  had  more  difficulties  to  find 
organisational  documents,  which  was  seen  as  problematic  not  only  in  YOUTH  FOR 
PEACE but in other youth/peace organisations as well. The spring cleaning that most Board 
members in YOUTH FOR PEACE practiced for their individually stored documents may 
have made their  personal information management easier,  but  as  long as there was no 
common strategy to document and store the different Boards’ experiences, it must have had 
negative  consequences  for  continuity  in  the  organisation.  With  volunteers  as  the  main 
resource, situations where people suddenly could disappear from the organisation, and were 
not under any obligation to fulfil their earlier promises, were fairly common. This could 
lead to a lack of efficiency over the years, or even to a loss of resources, as when a lack of 
documentation of a finished project led to loss of funding. Stina described the experienced 
lack of efficiency as follows: 

“It is a problem, when the Board sits for one year and then they leave, and the next 
Board has to work up to [the same level] again, and start the work again all the time. 
You lose an enormous amount of work because of this problem. And also the fact that we 
sit and make decisions that have already been made. Such small decisions, where no one 
remembers that they have been made already and so we make them again and again and 
again each year” (Stina).
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As in most political organisations (see Brunsson 2006, p.19-22), the most legitimate way of 
seeking information in YOUTH FOR PEACE was the rational information seeking process. 
This is also formal, in that it is impersonal and inclusive both in its choice of sources and in 
who can participate in the process, and objectively points out different alternatives. While 
this process was fairly well approximated both in organisation-wide information seeking 
and in the information seeking for decisions in the Board, it was still more usual to rely on 
more informal contacts, often with a few in-house sources, and to find support for one 
alternative only. 

In  organisational  information  seeking  and  decision  making  and  also  in  many  Board 
decisions the value of legitimacy through a rational decision making process including as 
many members as possible dominated the value of efficiency. Information seeking that does 
follow a  rational  pattern,  before  collective  or  organisational  decisions,  can  take  up  to 
several  years.  But sometimes this was either not recognized, or the value of efficiency 
(finding solutions fast) dominated. This ambiguity, and different interpretations of what was 
the dominating value, could again lead to frustration (see also Brunsson 2006, p.24-5). If 
the value of efficiency was stronger, there might not be so many repeated discussions; if the 
value  of  inclusion  or  rational  information  seeking  was  stronger,  they  would  not  be 
experienced as frustrating.

Thus, aims and goals to save time in information actions as well as the value of flexibility 
worked against the aim to create more formal tools and routines in the information activities 
to ensure continuity, inclusion and democracy.

9.3.10 Summary

In  the  following  figure,  the  primary,  secondary  and  tertiary  tensions  underlying  the 
disturbances treated in this chapter are visualised in an ideal-typical information activity 
system representing all information activities. Although this only shows the tensions found 
in YOUTH FOR PEACE’s information activities  during the case study,  answers to the 
survey seem to confirm that several of these tensions were present in similar organisations.

The  primary  and  secondary  tensions  that  were  found  within  and  between  aspects  of 
information activity systems have been discussed in the context of the disturbances that 
resulted from them, above. A tertiary tension was found between two different ways how 
the  whole  information  activities  could  be  viewed.  If  the  Board  members  followed the 
traditions set by popular movement organisations in Sweden over the last century, they 
would view the final function of all information activities that the different aspects would 
have to comply with, as providing legitimacy for their organisation by presenting them as 
internally democratic, inclusive and ideologically based. In other words, their legitimacy 
would be based on presenting their members and their environment with an open structure 
that could reflect different ideas, interests and ideologies (Brunsson 2006, p.19-22). But in 
some cases, the Board members were influenced by the demands from the environment, 
especially funding agencies, to be “professional” and to provide service by implementing 

215



and reporting on projects in a “professional” way. In these cases, they would view the final 
function of information activities as being efficient rather than reflecting democracy and 
inclusion.  This  would  bring  them  closer  to  viewing  their  organisation  as  an  “action 
organisation” according to Brunsson (2006). 
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Illustration  11:  Primary  (green),  secondary  (blue)  and  tertiary  (red)  tensions  in  the 
information activity systems of YOUTH FOR PEACE. 



9.4. Change
The tensions or disturbances discussed above cause changes to take place. This section 
discusses  more  in  detail  how information  activities  in  YOUTH FOR PEACE changed 
during the time of the case study. Again, these findings are corroborated with findings from 
the survey. One and a half year is a fairly short period to follow changes in activities and the 
changes that could be observed may not continue over the following years. However, the 
aim with this analysis was less to pinpoint the actual changes, which are used as examples 
in this section, than to analyse which more general mechanisms were at work behind them. 
For  this,  the  concepts  of  internalisation  and  externalisation  in  Engeström’s  version  of 
activity theory as well  as  the concept of deliberate,  emergent  and unrealised strategies 
(Mintzberg) are used. 

9.4.1. A time to internalise, a time to externalise

The intertwined processes of internalisation and externalisation play an important role in 
the changes that occur in activities over time (after Engeström 1999c - see Chapter 4). After 
a  first  phase  of  internalisation,  the  subjects  critically  view  some  of  the  tensions  and 
externalise them in small, individual changes in the tools for an information action or how 
the  information action is  accomplished,  or in more  collective  and explicit  decisions  or 
changes in rules, division of labour, or tools.

The  one-year  terms  of  the  Boards  in  voluntary  youth/peace  organisations  form  the 
framework  for  the  individual  Board  members’  processes  of  internalisation  and 
externalisation. The process of internalisation into Board activities was started anew often 
in YOUTH FOR PEACE and other youth/peace organisations since several Board members 
were new each year. It was an accepted fact that it took newcomers some months at least to 
become familiar with the work and to identify themselves with the role of a Board member. 
Bea described this process of internalisation aptly: 

”the first months when you are totally new, and don't know at all what is happening, I  
didn’t question much of what [my friend] says, because she is my mentor. Then you start 
to do that when you get into it more” (Bea).

At the first meetings in Second Board, the Board members were in agreement on almost all 
decisions  they  discussed,  but  towards  the  end  of  the  year  members  started  reserving 
themselves against majority decisions and the discussions became longer. 

Even if there was some evidence of externalisation among newcomers in the Board after the 
first months, this did not always lead to changes being made because at the same time as the 
Board members internalised the activities more, their motivation and enthusiasm for the 
Board work became less and the discussions became less visionary and more administrative 
in character. Thus there was only a narrow time window where changes could be made, 
after having become conscious of the tensions, and before the motivation became too low. 
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The most noticeable change from internalisation to externalisation happened to the Board 
members that stayed on for another term. In YOUTH FOR PEACE, most opportunity for 
joint sensemaking happened at the end of a Board year when they would evaluate their 
work, prepare the handover to the next Board, and rewrite policy documents. As soon as 
new members were voted into the next Board, the experienced members became “old-
timers” or experts. When answering the newcomers’ questions and passing on their views 
on what Board work consisted of, as well as designing partly new structures for their work, 
they were able to externalise what they had learnt in their first year. Paradoxically, the high 
turnover and the pervasive values of flexibility and creativity in YOUTH FOR PEACE 
could lead to less rather than more changes in the organisational routines and division of 
labour. Since the Board members were asked to be creative at their first meeting, long 
before  they  had  a  chance  to  internalise  the  advantages  and  disadvantages  of  existing 
practices,  they  tended  to  follow the  advice  of  the  old-timers  rather  than  propose  any 
changes. 

Since the handover procedures themselves did not seem to pass on much experience or 
knowledge, if only a few Board members or none would stay on for another term, this 
opportunity for externalisation would be lost and the collective memory discontinued. This 
happened at least twice in the recent history of YOUTH FOR PEACE. When a number of 
Board  members  do  stay  on,  the  new  Board  members  may  come  to  question  their 
descriptions of last term’s experiences, and this can be a sign that the new Board members 
in their turn are starting to externalise their experiences, and so on. However, their first 
major opportunity for common sensemaking and externalisation may be at the end of their 
Board term again. Second Board in YOUTH FOR PEACE recognized a problem with the 
slow  process  of  change  and  created  new  opportunities  for  individual  and  joint 
externalisation  by  introducing  the  creation  of  individual  written  plans  and  a  halfway 
evaluation meeting, which indeed led to some faster changes.

That internalisation takes time and that often at least one term is needed to identify tensions 
and disturbances in the Board activities is corroborated by the answers to the survey. There 
was a clear correlation between how long members participated in the Board and how often 
they identified disturbances in the Board activities. Especially the Chair and Vice Chairs (of 
whom  all  but  one  were  also  old-timers  in  the  Board)  saw  more  disturbances  in  all 
information activities than the other Board members. 
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Interestingly,  this  difference  is  least  noticeable  in  the  opinions  about  communication 
between Board and members,  where all  members in the Boards were critical.  Whereas 
newcomers in the Boards and Board members that are not in leading positions have had less 
time to internalise the Board activities and thus may be less conscious of the tensions and 
disturbances in  these activities,  as  good as all  Board members have had experience as 
members of the organisation and may thus be more aware of problems in that area.

9.4.2. Tensions lead to change?

According  to  activity  theory,  when  the  subjects  recognize  the  tensions  in  the  activity 
system, these can be resolved, which leads to a new balance of tensions manifesting in new 
disturbances.  Also single  disturbances  can be  resolved by ad hoc solutions  without  an 
explicit  awareness  of  underlying  tensions.  This  may  or  may  not  change  the  tensions 
themselves. 

As described above, in YOUTH FOR PEACE there were one or two major opportunities 
for joint sensemaking of the Board activities including the information activities where the 
Board as a group could articulate tensions they experienced. For the whole organisation, the 
annual meeting provided a similar opportunity. Apart from these, it was more usual that 
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(dark grey) and other newcomers (white). N=49.



single disturbances were resolved, for instance at Board meetings. Many smaller solutions 
and changes in tools or rules for information activities were proposed in recognition of 
disturbances during First Board and Second Board, of which some were implemented and 
some were not. One example was the decision that all Board members would regularly call 
each other to alleviate a sense of isolation. This was a solution that was not followed. One 
or  two  changes  were  more  pervasive  and  may  be  traced  back  to  tensions  that  were 
recognized by members or Board members. 

The most obvious change in the information activities between First Board and Second 
Board was the addition of a new tool, the virtual discussion forums. The tool was added 
partly  because  it  was  the  wish  of  the  annual  meeting  that  “some  interactive  tool”  be 
installed (Stina) and partly to solve problems the Board members experienced with internal 
information.  The  identified  tensions  were  the  primary  tension  between  members  and 
between members and Board members and the lack of rich tools for communication within 
the Board due to poor resources and long distances. 

Although it was asked for by the local members at the annual meeting, the forums were 
used sparingly by the local members. However, the closed forum for Board discussions, 
which  really  was  an  afterthought  added  on  to  the  open  discussion  forums,  was  used 
enthusiastically and often from the start and it soon became used to resolve several of the 
disturbances in information activities during First Board. Among others, Board members 
more  often shared information about  their  own practice,  contributed with pep-talk  and 
personal tales, continued Board meeting discussions and after some time even started a 
spin-off forum to make formal decisions. In this way the face-to-face meetings became less 
overloaded.  External  information  was shared directly  by the  staff  to  the  whole  Board, 
leading to less risk of outdated information and a lower work load for the Chair. The Board 
members also used the forum for more active information seeking from their peers, and the 
discussion threads were organised better and kept longer than the e-mails,  which many 
people quickly discarded. The only need the forum could not serve in the beginning was 
saving the information, since the external server deleted all messages after three months. 
But after some time, the responsible Board member found a way to store the threads for a 
longer time. 

From the start, this tool was not devised to solve all the disturbances it did. It started out to 
solve a different tension, which it did not succeed in. But, being given the tool, the Board 
members quickly both adopted and adapted it to fit their needs. This is a typical example of 
how a tool is adapted to fit  specific situational needs and solve tensions, incrementally 
rather than planned a priori, and how the tool in its turn changes behaviour. YOUTH FOR 
PEACE was not alone in starting a virtual forum: at the time of the survey, five out of nine 
youth/peace organisations had some kind of intranet connected to their website and one 
organisation would start one in the near future. 

Another example of how new technology was adopted and adapted to fit the needs of the 
organisations was the use of the websites to store and share internal documents, which was 
started  not  only  in  YOUTH  FOR  PEACE  but  in  several  of  the  other  youth/peace 

221



organisations as well. The increased use of the website was a way to alleviate the tension in 
YOUTH FOR PEACE,  where  distance and experienced lack  of  communication led to 
individual  isolation,  without  demanding  too  many  resources.  But  at  the  same  time  as 
Internet technology provided a chance for central information storing, there was a move to 
more decentralisation which was also made possible by new ICT tools. During and after the 
case  study,  several  individual  ICT tools  have become increasingly available  to  a  large 
public such as personal laptops, usb hard drives or multi-functional cell phones that all can 
be  used to  create,  store,  share  or  organise  information.  Such individual  tools  can help 
members  and  Board  members  get  around  centralised  practices  that  may  not  function 
satisfactorily (yet, or anymore), such as confusing websites or central archives. However, 
they  may  also  aggravate  the  difficulties  to  keep  knowledge  and  information  in  the 
organisation. 

When changes in the activities start from the adoption and adaptation of new tools, it is 
difficult to know whether new tools were adopted in order to solve recognized tensions, or 
whether the availability of new tools led to their adoption, and subsequent adaptation to 
whichever problems they may help solve. It is also difficult to predict how the solution of 
certain tensions could lead to the birth of new tensions when there are several simultaneous 
changes that can have contradictory effects, as in the case of the adoption of centralising 
and decentralising tools for information creation, storing and retrieval above.

Another visible ongoing change in the information activity of YOUTH FOR PEACE was 
the  trend towards  more  documentation.  Wenger  (2002)  notes  that  the  larger  and more 
mature  a  community  becomes,  the  more  it  needs  routines  for  storing  and  retrieving 
information, a kind of “community librarian”, and this need seems to have been recognized 
by YOUTH FOR PEACE. Starting from the year before First Board, each Board term saw 
the creation of more documents for external audiences, for local members and to support 
the handover between Boards. More documentation was on several instances suggested as 
the  solution  to  experienced  disturbances  in  maintaining  continuity  or  creating  better 
structures where members would implement new routines. The increase of documentation 
may lead to the hoped-for result of more continuity in the organisational memory, but as the 
documents in several instances were either forgotten or, in the case of documented plans or 
rules,  not  treated  as  binding,  this  might  not  happen.  It  leads  one  to  wonder  whether 
increased documentation and archiving routines are the right development for organisations 
emphasising  all  members'  flexibility  and  creativity  over  continuity  and  efficiency,  as 
YOUTH FOR PEACE and a majority of Board members in other youth/peace organisations 
do.  Probably  such  changes  further  the  view  of  those  who  see  their  organisations  as 
professional service-providers rather than as playgrounds for creativity.

9.4.3. Emergent rather than planned 

There are two basic ways how the changes in activity systems can take place: conscious 
learning processes leading to planned changes or incremental and unconscious changes 
starting from small, individual variations. It has already been mentioned that there were few 
opportunities  in  YOUTH  FOR  PEACE  where  conscious  learning  processes  can  be 
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externalised and lead to planned changes. Moreover, in voluntary organisations in general, a 
major characteristic is the aversion to authority (see Handy 1988, Schueber 2003). Also in 
YOUTH FOR PEACE, this has been shown to be the case. The Board did not have many 
levers to make the members implement Board decisions, and the members had only little 
power to make the Board implement annual meeting decisions. The absence of levers in 
either  direction  can  help  explain  why,  even  when  a  wish  for  more  deliberate  central 
strategies was expressed from time to time in YOUTH FOR PEACE, most of the changes 
were emergent rather than planned. 

An example of how strategies were largely emergent rather than deliberate was the way in 
which YOUTH FOR PEACE communicated with its environment. Both First Board and 
Second Board strived explicitly to make organisation more visible to its environment and 
this was formulated as an “intended strategy”, or an “a priori, consciously developed course 
of action” (Mintzberg 1998a/1987, p.11) in the strategic plans that were accepted by the 
annual meetings. The strategic plan by Second Board for instance stated that 

“We  want  [YOUTH  FOR  PEACE]  to  be  a  well-known  name  even  outside  the 
organisational sphere. Therefore, we want to disseminate the annual report in a larger  
edition and more actively than before, and we will work for more media coverage for our  
activities” (Strategic plan Second Board).

Similar  aims were stated during Second Board's  term, for  instance by Sara,  the  Board 
member  responsible  for  external  information,  whose  major  aim  for  information 
management was that the general public

”should know something about  [YOUTH FOR PEACE],  they  should know that we 
exist” (Sara). 

Both First Board and Second Board formulated a number of deliberate strategies, explicit 
plans to reach the aim of more visibility, either through a one-time action that the Board 
itself could accomplish or through larger activities in which the whole organisation had to 
be involved. Not all of these explicit decisions were implemented; the ones that were not 
implemented are called unrealised strategies. An example of an unrealised strategy was 
when Felicia decided on a media drive:

“I made a half-hearted effort to have a member recruitment week, where the idea was  
that all local groups would simultaneously send press releases to ... their local press,  
about [YOUTH FOR PEACE] ... But nobody did” (Felicia).

Another unrealised strategy was the decision by the annual meeting and by First Board that 
First Board would have a special focus on updating and maintaining their website. One 
Board member was responsible for the website,  but  when reading the minutes of First 
Board's meetings, it transpired that not much was actually done about the website that year, 
which was criticised at the following annual meeting (observation annual meeting 2004). 
Among  others,  First  Board  did  not,  as  was  decided  at  the  annual  meeting,  study  the 
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possibilities to create an intranet on the website (observation First Board meeting January 
2004). An example of a realised, but unsuccesful strategy, was when Second Board decided 
on a Christmas campaign where they would advertise on their website during the Christmas 
period to attract  more members (minutes Second Board meeting November 2004).  The 
advertisements  were  duly published,  but  no new members  resulted from the  campaign 
(observation and minutes Second Board meeting January 2005). 

Apart from these, individual actions either by Board members or by members could lead to 
emergent strategies that influenced the total marketing strategy in YOUTH FOR PEACE. 
Emergent strategies are described as a pattern in a stream of individual actions, where the 
actions come to form a collective consistency of behaviour throughout the organisation 
without  a  centrally  preconceived  intention  behind  them (Mintzberg  1998a/1987,  p.11). 
While few strategies are totally emergent in nature, they can be more or less emergent. 
Mintzberg presents a table with a range of more or less emergent strategies. Among these, 
the strategy for disseminating information to the environment in YOUTH FOR PEACE 
came closest to a “disconnected strategy”, where “members or subunits loosely coupled to 
the  rest  of  the organization produce patterns  in  the stream of  their  own actions  in  the 
absence of, or in direct contradiction to the central or common intentions of the organisation 
at large; the strategies can be deliberate for those that make them” ( Mintzberg 1998a/1987, 
p.13).

For instance, while the local groups did not participate in an organisation-wide media drive, 
they each, individually, did market their own activities and network on a local level in the 
ways they saw fit. Several local groups networked with local organisations, one organised 
an exhibition about their activities, another manned an information stand at a local fair, etc. 
(Chair's report 2005). The exhibition created by one local group was lent to other local 
groups  (Chair's  report  2005),  and  in  this  way  the  use  of  an  exhibition  as  a  tool  for 
disseminating  information  spread  in  the  organisation.  All  of  the  local  initiatives  taken 
together  created  an  image  of  YOUTH FOR PEACE in  the  environment  that  was  not 
centrally steered or previously decided on. The same was true for one-time initiatives on the 
website, where individual Board members could and sporadically did update the website 
themselves according to their own interest and invited the people they found interesting to 
write  chronicles,  rather  than first  deciding on a common strategy for what contents  or 
whose voices should be prioritised. This could be an individual initiative, as when Bea in 
First Board would

“tell people, “write a chronicle and send to this address” (Bea), 

or Birgitta would report at a Board meeting, 

“I didn't create an index like I said I would, instead I ... fixed three new chronicles [from 
different  people] and  published  some more  texts” (observation  First  Board  meeting 
January 2004). 
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Or it could be a collective initiative, when the Board at meetings would decide on new texts 
to publish, still without referring to a more long-time strategy.

Since this study has focused on the behaviour of Board members, the actions and activities 
on other levels have not been studied in detail. While it therefore is outside the scope of this 
study to state exactly how the emergent strategy formed by local and individual actions 
looked, and which of the local actions developed into broader patterns, it can be concluded 
that the realised strategy for sharing information with the environment was more based on 
bottom-up and individual actions and strategies than on deliberate central strategies. Only a 
few deliberate strategies during Second Board were actually realised, which means that the 
influence of the emergent “pattern of actions” shaped by individual actions and contacts and 
bottom-up local initiatives is strong.
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Illustration 13: Intertwined deliberate and emergent strategies for marketing YOUTH FOR PEACE. 
Green frame: strategies or actions during First Board, Blue frame: during Second Board, Green and 
Blue frames: during both Boards.



In the whole of YOUTH FOR PEACE’s activities, change is worked not by pushing for 
central decisions, but by starting a new activity at grassroots level. Thus it is not surprising 
that also for activities that are supposed to be centrally coordinated, such as marketing the 
whole organisation, this would be the legitimate pattern Boards and members fall  back 
upon.

A more detailed example of how an emergent strategy could start, and how strategies could 
be disregarded, was the development of how to write minutes of Board meetings during 
First and Second Board. Minutes of Board meetings had to be written according to the 
statutes, but their form could be chosen by the Board members themselves. At one meeting 
around the middle of First Board’s year, the question of how to write minutes was taken up 
explicitly, and it was decided that 

“In the future  we  use  the latest meeting’s  minutes as  a  template for  how a  Board  
meeting’s minutes should look” (minutes Board meeting September 2003).

Both the creation of a template for minutes, and the decision to always treat the latest copy 
as the template show the emergence of policies from practice. It was never implemented - 
none of the interviewed Board members mentioned its existence and the following minutes 
did not use the latest minutes as templates. Thus, it can also be seen as an example of a 
disregarded strategy. At the very last meeting in First Board, the meeting secretary was still 
not certain about how to write minutes and there was still a discussion about their form and 
contents (observation Board meeting February 2004). In Second Board, the Chair and Vice 
Chair instead

“compiled a proposal about how to chair a meeting and be a meeting secretary and ...  
things like that. ... It was brought up, “I don't know how to write minutes”, and then I  
said, we'll write a document” (Bea). 

Again,  these  guidelines  were  not  much used even by inexperienced or  insecure  Board 
members.

That the minutes in Second Board still had roughly the same form as the minutes in First 
Board anyway was a result of a more informal – or emergent - process. Mostly, newcomers 
learnt how to write minutes in YOUTH FOR PEACE by doing, asking, and being helped by 
old-timers at meetings all through Second Board. The old-timers of course helped from 
their own experience. Also at their first meeting, when Second Board could decide on how 
to write minutes at their meeting, the suggestions of the old-timers how they used to write 
minutes were accepted by all. 

Another example of an emergent strategy that was spread over the organisation was the 
adoption of a structure for how to present proposals for decisions.  During First Board, 
Filippa said she introduced a routine formalising proposals that she had learnt from another 
organisation where she had been active, which all Board members in YOUTH FOR PEACE 
adopted. Although all proposals both during First Board and during Second Board more or 
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less followed this structure, this “rule” was never written down as such and none other than 
Filippa mentioned that it  was started in First Board or by Filippa. Usually,  new Board 
members learnt how to write proposals by copying the form of an existing proposal. When 
encouraging local members to write proposals to the annual meeting in a notice on the 
website, First Board advised them to write these in a similar form, to make the structure 
more  homogeneous,  and  even  rewrote  some  of  the  member  proposals  in  this  form. 
However, this was never written down as a rule. 

Seen as a whole, there were no broader deliberate strategies in information activities that 
had  also  been  implemented  fully.  The  changes  that  did  happen  were  either  smaller 
deliberate changes that did not hold for more than a year, or emergent changes (often started 
from new tools) that spread almost unnoticed in the organisation.

9.4.4. Summary

As collective internalisation in the Boards of voluntary youth organisations lasted quite a 
long time and as many Board members only stayed for one year, there was only a narrow 
time window where experienced tensions in information activities could be deliberately 
resolved  through  changes  in  the  activity  system.  In  most  cases  where  changes  were 
proposed and/or implemented, this was in order to solve single disturbances. When tensions 
were recognized and changes were made to resolve them, it did not follow that the changes 
really did solve the recognized tensions. However, the new adopted tools could be adapted 
to resolve other tensions and disturbances instead.

New ICT tools were adopted quickly and had the potential to solve several of the tensions 
in information activity systems, but not all changes led in the same direction or could solve 
the same tensions. Most changes were due to emergent rather than deliberate strategies, and 
the strategies often failed to become implemented. For an organisation that was so intent on 
creativity and change, the changes that did happen were fairly small and took a fairly long 
time to settle, and there were a lot of proposed changes that fell by the wayside. This was 
paradoxically  partly  due  to  the  values  of  flexibility  and  creativity.  When  it  came  to 
organisational changes where the Board needed the help or approval of the members, the 
disjointed practices and the ambiguous division of labour and power came into play as well.

9.5.  The  tragedy  of  youth/peace  organisations:  the  paradox  of 
empowerment
The primary, secondary and tertiary tensions in the information activities of YOUTH FOR 
PEACE are manifestations of some basic contradictions that can be found in YOUTH FOR 
PEACE and similar youth/peace organisations. While the tensions can be recognized and 
resolved, these basic contradictions are inherent to the activities and do not disappear. Such 
contradictions can be found in all aspects of human life. Without them, activities would not 
be dynamic. 
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Within  YOUTH  FOR  PEACE,  the  basic  contradiction  underlying  all  Board  activities 
including their information activities contrasts two answers to what the legitimacy of the 
organisation was based on: empowerment or professional service. Brunsson (2006) noted 
that it was of the utmost importance for any organisation's survival to be seen as legitimate 
by its environment and by its own members and that  political organisations and action 
organisations  achieved this  legitimacy in  their  own ways,  but  often  by  introducing  an 
element of hypocrisy (Brunsson 2006, p.27-31). 

Chapter 3 described how, in the socio-historical context of youth/peace organisations, these 
have  been  seen  as  legitimate  by  their  environment  if  they  could  offer  their  members 
“democracy  schooling”,  among  others  by  having  an  internal  democratic  structure  and 
giving the young members the opportunity to practice democratic ways to influence their 
own environment.  From a time where the involvement of young people in such youth 
organisations could be limited to their participation in activities that were organised for 
them, today the most legitimate youth organisations and the only ones accepted as such by 
the umbrella organisation LSU are those in which young people are actively engaged in 
every aspect of the organisation including its leadership. Already in 1987 it was recognized 
as  important  that  members  in  youth  organisations  should  be  able  to  influence  all  its 
decisions in order to attract active participants. Today's young generation prefers to involve 
themselves politically in organisations where they can influence decisions and activities 
from the start and where they can shape their own opinions on all issues over traditional 
political parties with their more rigid authority structures, where it takes a longer time to be 
able to influence politics. Active participation in democratic structures and empowerment of 
all members are thus important aspects that have grown even more important over time for 
the legitimacy of youth/peace organisations both towards their environment and towards 
their own members. Also in YOUTH FOR PEACE, this was a strong ideology that could be 
seen behind most aspects of their activities and their statements. 

Another, simultaneous tendency that has been noted for most voluntary organisations and 
also  for  youth  organisations  has  been  called  the  move  from  “voice”  to  “service” 
(Lundström and Wijkström 1995). Organisations that had their first identity as campaigning 
organisations have been influenced by new patterns of funding to provide service to their 
environment  in  the  form of  short-term  projects  that  the  government  or  municipalities 
contract them for. Among others, this has led to a growing trend in voluntary organisations 
to “professionalise” to be able to fulfil the terms of the contracts and to adapt their ways of 
working to those expected by the government agencies. There is a risk that this trend causes 
organisations such as youth/peace organisations to lose sight of their own aims and their 
own identity, some researchers fear (Stödet till barn- och ungdomsföreningar 1987, p.14, 
Myers 2001, p.458, Handy 1988, p.16-18). YOUTH FOR PEACE was for the most part 
funded  for  short-term  projects  and  on  several  occasions  expressed  the  need  to  be 
“professional” in managing and reporting about these projects. But also in its identity as a 
campaigning organisation, the Board for YOUTH FOR PEACE was expected, and expected 
itself, to be efficient in coordinating and supporting the members. As Handy expressed it, 
the  function  of  the  Board  in  campaigning  organisations  is  to  serve  the  movement 
“efficiently but preferably invisibly” (Handy 1988, p.14). 
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That such a basic tension also exists in other youth/peace organisations is partly supported 
by some answers19 to the survey about perceived aims in the organisations. 

Aims Respondents (N = 50)

Aims (Empowerment)

The organisation has a democratic structure 40

All members can be a part of shaping the organisation's 
activities to fit their wishes

36

The members learn to become active citizens 30

Aims (Professional)

To implement projects efficiently 27

To be known as a professional organisation among 
decision makers

24

Table 13: Aims in youth/peace organisations according to their Board members.

While the distribution of answers varied between the nine organisations, in all organisations 
one or  more  Board members  agreed for  each aim that  it  existed in  their  organisation. 
Another question asked whether the respondents20 could identify any tensions between the 
aims of  their  organisation  that  could  influence  how its  activities  were  designed.  Most 
respondents either answered that they did not know (7 respondents of 39) or that they did 
not see any such conflict (20 respondents). Still, 11 respondents in 6 organisations did see 
such conflicts between two or more aims. In all but one case, they saw a conflict between a 
“professional aim” and an “empowerment aim”. These two simultaneous tendencies stand 
in contradiction to each other and make it difficult for Board members to make sense of 
their roles and the expectations from their members and their environment. While these 
tendencies have been recognized in different kinds of voluntary organisations, the double 
role  of  the  Board  may  be  most  difficult  in  youth/peace  organisations.  As  long  as 
youth/peace organisations were run by adults for young people, as was the case in the early 
years  of  YOUTH FOR PEACE,  the  Board  could  be  expected  to  be  professional  and 
efficient while the young participants could be given the chance to learn democracy through 
gradual participation in the activities and decision making except at the highest levels. 
Today, however, the Board members themselves belong to the young population that must 
be given the opportunity to learn through being empowered to influence all decisions and 
activities, at the same time as they are expected to serve their members efficiently and 
professionally  as  well  as  arrive  at  efficient  results  to  present  to  the  environment.  The 
struggle of Board members in YOUTH FOR PEACE to find the logic of appropriateness 
that  would  connect  these,  often  implicit,  contradictory  demands and expectations  from 
members and from their environment and the implicit values of their organisation lies at the 
basis of many disturbances in their information activities.

19 mini and full questionnaire
20 full questionnaire only!
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9.5.1. The identity contradiction cluster

The following table shows the cluster of values, tools, division of labour, aims and subjects' 
characteristics, drawn from the description of tensions, that are prioritised in the “identity 
clusters”  that  support  empowerment  respectively  professionalism  as  the  basis  of 
organisational legitimacy. Consciously or unconsciously, the Board members' choices of 
which information actions to perform and how, and which activities to prioritise and create 
rules for in an organisational context have to take these basic contradictory clusters into 
account. The actual situation and the subjects' individual understanding of the situation and 
their own roles in it further influence the actual choices. The tensions underlying singular 
information actions can consist of a mixture of the basic contradiction clusters. 

EMPOWERMENT PROFESSIONAL

Values Flexibility, Creativity
Inclusion
Internal democracy
Equality, ”No advantages”
Own responsibility

Efficiency
Continuity
Responsibility

Tools for information
activities (preferred)

Formal
Rich for all
Open

Informal as well as formal*21

As rich as necessary
Secure

Division of labour and 
power

Board serves members
Decentralised
Bottom-up
Board decisions are suggestions 
to be discussed by members

Board sets strategy and coor-
dinates members
More centralised
Board decisions are imple-
mented by members

Aims Act, 
Learn, 
Take care of existing members

Plan long-term, 
Act, 
Get results, 
Control, 
Attract new members

Subjects Motivation is most important, all 
are welcome to all activities to 
the degree they wish to engage 
themselves

Competence and experience 
are important

Table 14: Contradictory clusters of identity for Board members in youth/peace organisations.

That an important aim of information management activities in voluntary and non-profit 
organisations is the empowerment of all members has been stated by Powell (2003) and by 
Schueber  (2003,  p.62).  Whereas  there  was  more  formal  (written)  support  for  the 

21 Managers' information seeking and environmental scanning among others has been shown 
in several studies (Oppenheim 1997, p.242) to depend largely on rich sources and informal 
methods (Mintzberg 1998b, p.30-1). The informal tools used by Board members can thus be 
appropriate for this identity. On the other hand, formal tools can support continuity for instance 
in relations with the environment and also be part of a professional identity.
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empowerment identity in YOUTH FOR PEACE, there were clear expectations both from 
within and without the organisation of a professional  Board identity as  well.  This  was 
actualised as a difference between the expectations members had of the Board's activities, 
and the actual activities the Board members felt they could accomplish. On the one hand, 
Board members were young volunteers just like all other organisational members, and they 
had no more experience, competence, or time than other volunteers. There was a strong 
value  of  equality  in  the  organisation  working  against  their  being  treated,  or  treating 
themselves, to any more advantages or any more authority because of their Board role. But 
they were not expected to give up the flexibility and creativity  that  was allowed local 
members  either.  Their  powers  were  limited,  and  for  all  major  and  even  many  minor 
decisions they needed their members' agreement before being able to follow up on their 
decisions. 

On the other hand, local members seemed to expect their Boards not only to be active in the 
implementation of the decisions of the annual meeting, but also to take a leading role in 
other areas, developing new material, taking responsibility for developing the organisation 
strategically,  and  organising  ways  for  the  members  themselves  to  meet  and  share 
information. As one Board member put it, before joining the Board she had no idea how 
much time could be spent on simply coordinating, and she thought other local members, 
too,  wondered why the Boards did not have more to show for  all  their  meeting hours 
(Birgitta). Also the environment treated the Board and especially the Chair as though they 
had more authority than the Board members themselves felt they had.

If the Board members had concentrated on only one of the identity clusters, it would have 
been difficult to maintain the identity of YOUTH FOR PEACE as it was. If, for example, 
they would consistently choose to act according to the empowerment identity, the role of 
the Board would become increasingly vague and empty. Since local members are not only 
to be included in all decisions, but are also expected to initiate, manage, and fund their own 
activities, the Board and the structure of the national organisations do not have any strategic 
leadership  (in  the  sense  of  seeking  and  reacting  to  threats  and  possibilities  in  the 
environment  or  in  other  ways planning to  influence the environment)  among its  tasks. 
Youth organisations are then organisations without leaders, and the sole function of the 
Board becomes to support the local members who partake in, decide on, and manage all 
activities in the organisation. 

But  since  the  Board  members  are  not  expected  to  have  any  more  competence  in 
administrating the organisation than local members and are themselves empowered to act 
and learn in more or less the same way as the local members, one can wonder what their 
role might consist of. If it is a supporting role - what can they support the members with? If 
it is a coordinating role – what means do they have to coordinate member activity? And 
towards which aims can member activity be legitimately coordinated if  each member’s 
right to shape the organisation according to their own ends is seen as more important than 
aims that the Board could have devised, or that an earlier annual meeting has formulated? 
Inclusion  and  feeling  a  part  of  an  organisation  are  seen  as  very  important  in  the 
empowerment identity cluster, but as has been shown, it may be difficult to make members 
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identify themselves with a national organisation that is so flexible (since any member can 
make the organisation what they want it to be) and that lacks a core aim or a core activity. 
In this scenario, there would be no point either in maintaining an organisational memory or 
a sense of continuity. Extreme emphasis on empowerment would then lead to a very weak 
national  organisation,  the  loss  of  lessons  learnt  in  the  past  or  in  other  parts  of  the 
organisation, the loss of any possibility for the national organisation to control that local 
and national aims were met, and consequently the loss of influence in the environment and 
funding opportunities. 

If,  on  the  other  hand,  the  Board  members  would  consistently  act  according  to  the 
professional identity, they would soon discover opposition among their local members to 
implement the decisions they would try to enforce. Moreover, as the opportunity to initiate 
one's own projects is one of the aspects attracting and motivating young volunteers, there 
would probably be a loss of members and in this extreme, the organisation might end up 
with a leadership level without local members instead. Also in this scenario, funding would 
disappear, as only youth organisations that show internally democratic structures are funded 
by the government. Also, since one of the main aims of YOUTH FOR PEACE is claimed to 
be the empowerment of young people, a focus on professionalism to the detriment of local 
empowerment would make them lose their whole identity. 

Thus the Board members have to perform a balancing act between these two identities. This 
is made more difficult by the fact that this conflict is mostly implicit and that each new 
Board member is supposed to figure out it by herself in the short space of a year.

9.6. Or: the power of youth organisations: learning and moving on
The  sections  above  have  painted  a  dark  picture  of  what  the  Boards  in  youth/peace 
organisations  can  accomplish  in  any  of  their  activities  and  strategies,  including  the 
important information activities. It seems they cannot coordinate activities or strategies in 
any real sense and that the very flexibility and local empowerment that are at the core of 
their organisational identities hinder their efforts to instil any continuity in their information 
strategies or maintain their organisational memories.

However, an important question is what these Boards, and the youth/peace organisations in 
general,  actually manage to accomplish given these basic contradictions.  YOUTH FOR 
PEACE and other youth/peace organisations regularly attract new members who are active 
for a few years during which they may start and end new activities, and then move on. Each 
year, several of these members have the opportunity to be part of the national Board. After 
one or two years, most Board members, too, move on. This fast turnover gives many more 
young people a chance to be active at all levels of an organisation than they would receive 
in  more  traditionally  structured  organisations,  where  there  is  more  continuity  in  the 
membership or where the Board members would be chosen more on the basis of their 
experience or their competences. 
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Although  it  is  true  that  there  are  few long-term  information  strategies  or  coordinated 
information  activities  and  that  these  have  relatively  little  emphasis  on  maintaining 
continuity,  one  can  argue  that  YOUTH  FOR  PEACE  accomplishes  one  of  the  most 
important  aims  of  the  information  activities,  namely  its  members'  socialisation  in  its 
democratic structures and practices as well as in its core values. This is accomplished not in 
the first place through the successful outcomes of their projects or courses, nor through 
coordinated information documentation,  storing or  sharing,  but  mostly  through the  fast 
turnover of volunteers on all levels that was argued to disrupt the continuity of information 
storing and sharing activities. 

In this view, the role of the Board is not so much to coordinate member activities or to lead 
YOUTH FOR PEACE in new directions, even though this may be what is stated in the 
statutes or expected by members and Board members alike. The most visible outcomes of 
the Board activities are rather that many members in the organisation learn skills such as 
administrating,  writing  minutes,  putting  down  and  working  out  ideas  and  strategies, 
convincing  others  through  preparing  arguments,  chairing  meetings,  creating  funding 
applications, etc. In other words, the Board is the ultimate practice ground in which as 
many members as possible can learn the skills and traditions of voluntary organisations in 
Sweden, by doing them. As has been shown, in the course of a Board year, Board members 
internalise many of the values, rules and skills inherent in YOUTH FOR PEACE as well as 
gain an overview of the organisational activities, its history and its context. The process of 
learning culminates at the end of the Board year with the re-creation of its major policy 
documents and the preparation of documentation for the handover process. Since there are 
new Board members every year, a large proportion of members have the chance to gain this 
knowledge for themselves. 

This learning seems remarkably consistent over the Board years when taking into account 
the important values of flexibility and creativity in YOUTH FOR PEACE. This may be 
explained with March and Olsen's (1995) observation that most individuals will want to 
discover and then follow the logic of appropriateness of their roles to be able to establish a 
more or less stable identity for themselves. 

If the main accomplishment of youth/peace organisations such as YOUTH FOR PEACE 
indeed  is  the  learning  and  the  development  of  its  members  rather  than  any  specific 
outcomes of their activities that could influence their environment more directly, and if part 
of that learning process is caused by the participation in their national Boards, then it may 
be  argued  that  it  is  of  less  consequence  whether  specific  strategies  or  decisions  are 
implemented  or  forgotten  over  time.  In  that  case,  the  processes,  among  others  of 
information seeking and retrieval,  of creating proposals  or of re-creating organisational 
documents, that are undertaken in the course of the creation or implementation of such 
Board decisions and the efforts made to share information in legitimate ways may be the 
important  activities  through  which  both  acting  Board  members  and  observing  local 
members learn about the logic of appropriateness, not only of their own organisation, but of 
a larger democratic society. Even the Board members' struggle to find their roles between 
an identity embracing empowerment and an identity of professional leadership can in this 
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light be interpreted as a valuable lesson for active participation and leadership in a larger 
political  society.  As Brunsson (2006) explained,  a  similar  hypocrisy is  present in most 
organisations after all. 

Seen in this way, YOUTH FOR PEACE and other youth/peace organisations are successful 
in one of the major tasks that they both have set themselves and which the Swedish political 
establishment expects of them: the development of politically active young citizens. The 
short-term efficiency of  more  centrally  managed information  activities  would  in  effect 
deduct from this major accomplishment, as might the outsourcing of too many aspects of 
information management to professionally competent outsiders. While this does not mean 
to suggest that there are no tensions or disturbances to be solved, or changes for the better 
to be made, it does suggest that these should be made by the young members themselves 
and taking into account their major values and accomplishments.

9.7. Summary
A first section of this discussion Chapter has discussed how the six information activities 
that were identified in the case study are connected to each other in what was called a 
”super-activity system” of information management. While YOUTH FOR PEACE itself did 
not identify such an activity in its strategic documents, much of the Board's activities were 
information  activities.  Earlier  research  in  information  management  has  argued that  the 
conscious treatment of all information practices and processes as a whole can benefit the 
use an organisation can gain from its information practices in the fulfillment of its aims. 
Identifying  an  information  management  activity  system,  this  section  argues,  can  make 
tensions  in  between  the  different  information  activities  visible  and  show  how  an 
organisation's values, aims or other aspects lead to priorities among the different activities. 
In the case of YOUTH FOR PEACE and similar organisations, the organisational values 
have led to an emphasis on internal information sharing as the major information activity. 
This first section has also discussed some aspects of the relationships between information 
activities in YOUTH FOR PEACE and the neighbour activities of sensemaking, making 
decisions and learning or innovation, which were identified as strategic object-activities to 
information activities. 

A second section analysed in more depth which primary, secondary and tertiary tensions in 
and between the information activities in YOUTH FOR PEACE and similar organisations 
could  influence  the  changes  in  the  information  activities.  Among  others,  disturbances 
dealing with a gap between Board and members, disjointed practices for local members and 
for individual Board members, uncertainty about the division of labour and the division of 
power in the organisations and tensions between a focus on the future and the value of 
continuity were identified, as were problems involving inexperienced subjects with flexible 
tasks and poor resources. A tertiary tension was seen between different ways of viewing 
information  activities,  as  providing  legitimacy  by  showing  internal  democracy  and 
inclusive ideologies or  as  providing legitimacy by making projects  and other  activities 
function more efficiently. 
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Changes were more often emergent than planned in nature. There was only a relatively 
short time in which Board members could externalise the tensions and disturbances they 
experienced  in  planned  changes  in  the  activities.  Moreover,  ingrained  values  such  as 
creativity,  flexibility and bottom-up power structures in youth/peace organisations made 
emergent rather than deliberate strategies most common. 

The tensions in information activities could be traced to a basic contradiction underlying all 
activities  and  aspects  in  youth/peace  organisations,  namely  a  contradiction  between 
empowerment or professional service.  While this contradiction has been found in other 
voluntary organisations as well, the specific importance given to democracy schooling in 
political youth organisations may make this contradiction especially poignant in this type of 
organisations.  Board  members  in  youth/peace  organisations  in  Sweden  today  were 
concluded to struggle to make sense of contradictory empowering respectively professional 
identity clusters, both of which are rooted in the socio-historical context of youth/peace 
organisations. This contradiction was seen to constrain and influence the choices they could 
make in information activities and information strategies in their organisations. 

The description of disturbances,  tensions and contradictions tends to give a pessimistic 
view of YOUTH FOR PEACE’s and other youth/peace organisations’ abilities to function. 
This  does not imply that  voluntary youth organisations are especially disfunctioning in 
information activities; any organisation has its flaws and contradictions in any activity. As 
Engeström (1999b) points out, contradictions, tensions and clashes are never only negative; 
they carry within themselves a possibility for change and improvement. Therefore, the last 
part of this chapter changed the perspective to a positive view of what these organisations 
contribute. It is concluded that youth/peace organisations are successful in a major task set 
both by the environment and by their own aims, namely the development of their young 
members into politically active and competent citizens. To further the fulfilment of this 
major aim, short-term efficiency in information activities is less important than the active 
inclusion of as many members as possible in all aspects of the activities. Indeed, striving to 
solve  tensions  and  disturbances  to  make  information  activities  more  efficient  to  the 
detriment of such inclusion and flexibility will be counterproductive in the longer run.

This ends the discussion part of the study. The final chapter of this dissertation closes the 
circle  by  referring  back  to  the  research  aims,  research  questions,  and  discussions  of 
relevance in the first chapter and summarising the answers to these that have been provided 
throughout the thesis.
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10. Conclusions

In this final chapter, the answers to the research aims and questions in Chapter 1 will be 
discussed, as will some other contributions this study claims to have made towards both 
theoretical and professional fields. As all studies, of course also this study has its limits, and 
some more research is suggested to be able to break these limits in the future.

10.1. Questions ...
I set out on this study in the double hope, first, that the results would contribute to library 
and  information  science  by  gaining  more  understanding  about  how  the  whole  of  all 
information practices could be studied in specific organisational contexts, and second, that a 
case study of information behaviour in a youth/peace organisation would inspire especially 
voluntary organisations, but also other types of organisations, to find new ways to use the 
key resource of information.

As  an  over-arching  theoretical  aim,  this  study  proposed  to  contribute  to  filling  an 
experienced  research  gap  in  the  field  of  information  management  and  information 
behaviour  research  by  providing  a  holistic  understanding  of  the  various  information 
practices  and needs  as  well  as  attitudes  towards  information  at  different  levels  in  the 
broader socio-historical context of a specific organisation or group of organisations. To this 
end,  I  aimed  to  combine  findings  and  approaches  from previously  unrelated  research 
traditions in library and information science, management studies and organisational theory 
in a broad activity-theoretical approach with some neo-institutional aspects. 

I chose the Board of a voluntary youth organisation with an explicit aim of contributing to 
more peace, democracy or sustainable development (“Youth/peace organisations”) as the 
empirical object for such a study. In this way, I aimed to fill a second gap especially in 
information  management  research.  Since  most  information  management  research  has 
concentrated on business organisations, a study of organisations in the voluntary sector, 
especially  outside  of  the  Anglo-Saxon  region,  could  contribute  with  some  relevant 
knowledge about the specific context of these kinds of organisations and its role for their 
information management.  It  could also support  the  thesis  that  an understanding of  the 
institutional  and  socio-historical  contexts  of  organisations  is  essential  to  be  able  to 
understand and, in a next step, design relevant information management practices and tools 
to support organisational aims. 

To accomplish the empirical study I formulated the following research questions: 
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• How, and why, do Board members in a voluntary youth organisation encounter, seek, 
store, retrieve, share, create and use information individually and collectively for 
their organisational tasks?

• How, and why, are organisational strategies and routines for information activities 
developed and sustained?

• How  do  the  individual  and  collective  information  activities  stated  in  the  first 
question and the development of strategies and routines for such activities described 
in the second research question interact in the socio-historical context of Swedish 
voluntary  youth  organisations  dealing  with  peace,  democracy  or  sustainable 
development?

The rest of this chapter will be devoted, first, to summarizing the answers to these more 
empirical research questions. In a second part, the study's contributions towards the over-
arching aims and its relevance for different research areas and professional areas will be 
discussed. A third and last section points out some limitations and identifies areas where 
further research is needed. 

10.2. ... And Answers
As this study first and foremost has been a case study of one youth/peace organisation, the 
answers  to  how  and  why  Board  members  managed  their  individual,  collective  and 
organisational  information  and  how  and  why  information  strategies  and  routines  for 
information activities were developed cannot be generalised over and above the time of 
study in that particular organisation. Even though some answers to the survey among Board 
members in nine similar organisations suggest similar tendencies and tensions, the main 
results of the study apply to the practices in YOUTH FOR PEACE.

The  answer  to  the  first  question,  how Board  members  encountered,  sought,  stored, 
retrieved,  shared,  created  and  used  information  individually  and  collectively  for  their 
organisational tasks in YOUTH FOR PEACE has been described in detail in the Chapters 7 
and 8 and in the first part of Chapter 9. Six information activities were identified as having 
sufficiently different aspects in this youth/peace organisation to be seen as distinct activity 
systems.  These  were  environmental  scanning  or  encountering  and  sharing  external 
information, seeking information, storing (and retrieving) information, creating information 
products, disseminating information for the environment and, finally, sharing information 
within the organisation.

Within each of the activity systems, Board members in the case study could and did act 
individually as well as on a collective level and decided on or participated in activities and 
strategies on an organisational level. All individual, collective and organisational actions 
and activities together made up the whole of each information activity and the outcome of 
each subject's action – and, through this, the outcome of the whole of the activity - was 
mediated by an intricate combination of how they perceived the objects, the available tools 
and resources, the chosen or emerging division of labour on a Board group or organisational 
level, organisational and collective aims and individual goals, and the explicit rules and 
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implicit values that could be applied to the action in YOUTH FOR PEACE. It was found 
that  the  Board  members  in  the  case  study  did  not  treat  information  activities  as  an 
interconnected whole and that,  in practice,  they gave priority to the activity of internal 
information sharing and put less emphasis on other activities such as storing and retrieving 
information or environmental scanning. 

Within all information activities, Board members would try to include one another and all 
local members as much as possible within the constraints given by small financial and 
technical resources and by the distances that separated them from other members. All Board 
members participated to some degree in all information activities, although both their own 
formal division of labour and their personal preferences influenced the degree to which they 
participated. Their individual interest, experience and initiative, as well as their personal 
information  resources,  played a  decisive  role  in  how much effort  they would put  into 
information  seeking  activities,  the  creation  and  (individual)  storing  of  documents  and 
environmental scanning. Often expressed aims for information activities in the case study 
were to ensure open access to information (which would strengthen internal democracy), 
learning or continuity, or members' sense of belonging and their motivation and to make 
activities  within  YOUTH FOR PEACE more  visible  within  the  organisation  or  to  its 
environment. However, these aims were not combined in a broader explicit strategy for any 
of the information activities. As a result, individual goals and actions played a relatively 
large part in how the outcome of the activities was developed. In all cases the division of 
labour was flat and flexible. While Board members in the case study aimed to formalise and 
centralise most information activities, in practice these often included more informal and 
decentralised aspects. 

Where possible, rich tools and face-to-face contacts, for instance in group meetings or face-
to-face conferences were preferred in all information activities, among other things because 
they were seen as motivating, but a lack of resources such as money and time often led to a 
choice of poorer tools. The Board members tried to alleviate the isolation caused by the 
distribution of tasks over members living in different parts of Sweden and a division of 
local members in locally based project groups through much and rich information sharing, 
but succeeded only in part. Rich information was also used for joint sensemaking and for 
learning in socialisation processes. For organisational and Board decision making, long and 
inclusive  information  seeking  processes  were  the  most  legitimate.  The  Internet  was 
increasingly popular for sharing information within the Board, within the organisation and 
with the environment, as well as for storing organisational documents. With one exception, 
the Board members in the case study were not concerned about possible risks with an 
information environment that was open, not only to all members, but also to outsiders. 

There were relatively few organisation-wide rules that were applicable for more than one 
year for steering information activities in YOUTH FOR PEACE. Most rules and decisions 
on how to implement information actions were decided on by the Board collective for their 
own information routines, but even these rules were flexible and seen more as guidelines 
than as obligations. Board members' understanding of implicit values to legitimate action 
were relatively more important.
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Chapter 8 adds some descriptions of how information seeking, storing and sharing activities 
were  undertaken  in  nine  similar  organisations.  In  most  cases,  similar  tendencies  as  in 
YOUTH  FOR  PEACE  were  found.  Especially,  the  centrality  of  including  the  local 
members  in  all  information activities  and a focus  on synchronous internal  information 
sharing rather than on information activities such as documenting or storing information on 
past activities was noted. 

One of the findings was that youth/peace organisations set high store by values of flexibility 
and creativity and that  the exact  form and content  of  their  activities  to a  large  degree 
depended on the members who participated in them. It is therefore important to point out 
that  the  exact  actions,  routines,  division  of  labour  and tools  in  use  only  apply  to  the 
organisations studied and to the particular moment in time in which they were studied. 
However, the tensions found within and between these activities may be more enduring and 
more general.

The second part  of  the  first  question asked  why Board members  in  a  voluntary youth 
organisation encountered, sought, stored, retrieved, shared, created and used information in 
these ways. According to the activity approach used in this study, the answer can be found 
in the aspects of the information activity systems such as the available tools, resources, 
division  of  labour,  aims,  rules  and  values  in  YOUTH FOR PEACE and  the  tensions 
between them. As mentioned above, a lack of financial and technical resources as well as a 
lack of time and sometimes experience among the individual Board members constrained 
their choices in the activities. The fact that all Board members were young volunteers had 
some consequences for their own experience, competences and lifestyles that influenced 
their information behaviour as well. The division of labour and decision-making power 
between  local  members,  Board  members  and  staff  was  not  always  clear  and  led  to 
uncertainty,  which  influenced  how and  how much  Board  members  sought  and  shared 
information. 

There  were  relatively few written rules  in  the  organisation influencing how the  Board 
members should act in information activities, and those that existed were usually flexible. 
On the  other  hand,  the  Board  members'  understanding of  implicit  values,  such  as  the 
importance  of  internal  democracy,  flexibility  and equality  as  well  as  of  aims  such  as 
empowering  and  motivating  members  (including  themselves)  and  individual  goals  of 
learning about organisational practices influenced their information behaviour. They did not 
seem to set as much store in maintaining traditions or continuity in their organisation. Some 
tensions that influenced the information behaviour of Board members were the tensions 
between a value emphasizing flexibility and the existing documented rules and decisions to 
be followed, between aims to centralise strategies and a bottom-up division of power, and 
between a wish for long-term strategies and a fast turnover of Board members. A tertiary 
tension influencing information actions and activities was that between different ways of 
viewing information activities, as providing legitimacy by showing internal democracy and 
inclusive ideologies or  as  providing legitimacy by making projects  and other  activities 
function more efficiently. 
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It is an awkward task to summarize the richness of their actions and activities, but we can 
conclude that the information actions of the Board members in YOUTH FOR PEACE in 
part  depended on  the  members'  individual  efforts  to  understand and operationalise  the 
ambiguity in their own roles and the implicit values in YOUTH FOR PEACE in a context 
of poor resources, but also of new technical tools. 

The  second  question  asked  how and  why organisational  strategies  and  routines  for 
information activities were developed and sustained in the case organisation. The answer to 
how they were developed and sustained was that most strategies were emergent and started 
in a bottom-up process, either from the adaptation of a single new tool such as a virtual 
discussion forum, or from a small change proposed by one individual, such as how to write 
proposals. Such smaller changes could then spread more or less informally in the Board or 
the whole organisation and become part of the organisational traditions. It was also found 
that  many,  especially  deliberate,  but  also  smaller,  individual  changes  were  never 
implemented, and that most strategies and routines were only valid during one Board year. 

The question, why this was the case, was answered in Chapter 9 by referring to the existing 
tensions  in  the  information  activities  and  to  how  the  processes  of  internalising  and 
externalising these tensions happened in the Boards of youth/peace organisations. It was 
found that since most Board members in youth/peace organisations only stayed one or at 
most two years and needed part of that time to internalise the activities and realise the 
tensions, they had little time to externalise their knowledge in deliberate changes to resolve 
the tensions. This was exacerbated by the fact that they lost motivation towards the end of 
the year, and by the value of flexibility which meant that they did not want to influence 
future Boards. The major opportunity for sensemaking in YOUTH FOR PEACE happened 
at the end of the Board year, and only those members serving a second year had the chance 
to design strategies to resolve the tensions they found. However, as newcomers tended to 
follow the old-timers' advice, tensions could be resolved at the beginning of new Board 
years  as  long as  there  were  enough old-timers.  During the  year  though,  changes  were 
typically  made  in  answer  to  single  disturbances  rather  than  to  recognised  underlying 
changes and the rate of change was fairly slow. 

While aims and strategies were not always followed to the letter, they often were followed 
more or less in spirit, since many members had the opportunity to jointly make sense of the 
organisational  policies  and strategies.  This  process  carried with it  a  more  or  less  joint 
understanding  of  the  values  and  aims  behind  the  documents  rather  than  a  sense  of 
obligation to their actual contents.

Finally, in answer to the third empirical research question, one can understand both the 
individual and collective information activities within the Board of YOUTH FOR PEACE 
and  the  changes  and  developments  in  its  strategies  and  routines  against  a  basic 
contradiction that stems out of the socio-historical context of Swedish youth organisations, 
especially those that can be said to have “alternative political” aims. This contradiction, in 
which the  empowerment  and the  active  participation in  democratic  decision making is 
contrasted with a professional behaviour especially within the Boards as a basis for the 
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organisations' legitimacy, is reflected in the tensions that were visible as disturbances in the 
information activities. 

According to this  analysis,  Boards in youth/peace organisations are in the middle of a 
change from structured organisations where there was a clearer role for strategic leadership, 
such  as  earlier  popular  movements  or  today’s  political  parties,  to  loose  network-based 
communities  where there may not be a place for  a  core,  or  leadership,  and where the 
participants are not expected to feel any strong identification to any particular organisation, 
nor to have any prolonged commitments. 

The youth/peace organisation in this study was initiated in an earlier generation and it still 
had traditions and parts of their organisational identity from that period. But the case study 
as well as the other youth/peace organisations is largely populated and led by young people 
who have grown up with looser commitment and more possibilities for networking in other 
areas of their lives, and who do not themselves remember the contents or structures from 
the earlier days. And the generational shifts happen fast in youth organisations, where a new 
generation of members might be born every three or four years.  At the same time, the 
structure and the statutes that may have been designed by earlier generations, or have been 
designed by looking at older organisations, express certain expectations of the Board’s role 
as strategic leaders and coordinators. But when the new Board members try to fulfil these 
expectations  in  earnest  they  find  their  tasks  are  not  so  clear-cut  and  their  leverage 
evaporates in the context of the new values, aims, and practices. Among other effects, this 
causes uncertainty among Board members. In information activities, this is often expressed 
as a need to seek and encounter as much information from members as possible or as the 
strategy to forward as much and as rich information as possible to local members, who then 
are expected to decide on strategic issues. The local members, on the other hand, do not 
have the same reasons to respond with all the feedback that is sought.  This is a major 
tension  that  Boards  in  youth/peace  organisations  have  to  balance  when  planning  and 
implementing information activities.

When  starting  my  study,  I  hypothesised  that  the  complexity  and  the  vague  aims  of 
youth/peace organisations together with their work force of young inexperienced volunteers 
and a  fast  turnover  would  make  information  management  in  these  organisations  more 
difficult. However, one of the findings was that all these ”hindrances” can be constructed 
instead as aspects that actually could support the specific information sharing aims and 
practices  in  these  organisations  if  one  understands  the  real  outcome  of  youth/peace 
organisational information activities as individuals who have learnt, by a time-consuming 
process of reflecting and doing, the skills and the knowledge of how to participate actively 
in democratic decision making. Therefore, the conclusion of this empirical study and the 
answer to how the information activities within a youth/peace organisation interact with its 
socio-historical  context  is  that  learning,  inclusion  and  flexibility  in  the  information 
activities are more important than efficiency in supporting short-term aims. 
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10.3.  Filling  the  research  gap:  a  holistic  perspective  on  information 
management and information behaviour
The  over-arching  aim  of  this  study  was  to  present  a  way  of  studying  the  whole  of 
information practices, strategies and attitudes towards information on individual, group and 
organisational levels in organisations. While the need for both researchers and professionals 
to see information management and information activities in organisations as a whole has 
been pointed out by several researchers such as Choo (2006) or Marchand et al. (2001) 
among  others,  most  empirical  studies  to  date  have  focused  on  one  or  a  few aspects, 
activities, or levels only. This study has taken a more holistic approach by bringing together 
results  from previously  unrelated  research  such  as  studies  of  the  aims  of  information 
strategies  especially  in  voluntary  organisations,  managers'  information  use,  studies  of 
groups' information behaviour in so-called communities of practice and studies of young 
people's individual information behaviour, as tools in the analysis of the empirical study. 
The  theoretical  framework  allowing  such  a  combination  has  been  inspired  by  activity 
theory and a process view of information management. In an activity-theoretical approach, 
the individual, collective and organisational levels of the actions and activities are treated as 
interrelated in one and the same activity. Moreover, the researcher can shift between a focus 
on a separate activity system and a focus on interrelated activities in a wider network of 
activities. The flexibility provided by the activity-theoretical approach has allowed me to 
develop two related models that together give a holistic picture of the whole of information 
activities, strategies and attitudes in any organisational context, which allows for the study 
of relations between aspects at individual, collective and organisational levels.

10.3.1. Yet another model

Thus, a major outcome of this study is the model of information activity systems and its 
aspects adapted from activity-theoretical models (illustrations 4 and 5) as well as the model 
of the interrelated information activities in an information management activity (illustration 
8). 

One could wonder whether library and information science really needs yet another model. 
But, as this study has shown, these two models can be used not only to show how different 
information  activities  in  all  kinds  of  organisations,  from  an  individual  level  to  an 
organisational level,  are interrelated with one another and with other activities and thus 
provide a way to discuss the often missing links between individual information behaviour 
and  organisational  information  management.  Its  major  use  is  to  suggest  interesting 
questions about the nature of these relationships, and about possible tensions between the 
aspects within the models and their consequences. As Wilson (2006) has put it, the use of 
activity theory in library and information science can help us consider the “wide range of 
contextual  issues  that  influence  information  behaviour  and  information  exchange”. 
Considering  and  questioning  the  relations  between  different  subjects,  objects,  tools, 
resources, rules, values, and the division of labour for each information activity, as well as 
the relations between different information activities  and their  neighbour activities  in a 
specific organisational context can lead to a deeper understanding of why the activities have 
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developed as they have on individual,  collective and organisational  levels.  In a  further 
perspective, this can help to understand how to design strategies and tools to help develop 
information management for a specific organisation, in a specific context. The empirical 
study exemplifies how that can be done and presents the models as operational tools for 
such an analysis. 

The two models are abstract or content-less in the sense that they need to be adapted to a 
specific socio-historical practice, and in the sense that they need other theories to help to 
identify the relevant activities and aspects as well as to help understand the relationships, 
tensions  and  contradictions  found  during  the  analysis.  In  this  case,  theories  from 
information management and information behaviour were used, as was literature describing 
the socio-historical context of youth/peace organisations in Sweden. Other contexts will 
need a combination of other theories. 

A weakness with using the models as analytical tools is that they easily can be understood 
as  static  and  seem to  subdivide  a  complex  reality  in  predetermined  activity  systems. 
Therefore, it is important to point out that the analysis should not start from these models as 
if they were complete and applicable to all organisations. The information activities that 
have  been identified in  the  case  study –  environmental  scanning,  seeking  information, 
storing and retrieving information, disseminating information to the environment, creating 
information  products  and internal  information  sharing  –  were  in  part  based  on  earlier 
research in  information management  and in part  derived from the  analysis  of the  case 
organisation's activities. Depending on the context studied, the information activities that 
are  identified  and  especially  the  relations  between  them  may  differ.  Not  all  of  these 
activities may be engaged in at a non-leadership level, for instance. The same was true with 
the  identification  of  relevant  aspects  within  the  information  activity  systems.  While  a 
division  in  values,  rules,  tools  and  resources  and  division  of  labour  as  intermediating 
aspects was arrived at during the analysis as the most relevant for this case, the aspects 
might  be  added  to,  omitted,  or  defined  differently  to  fit  another  context  and  another 
community. Also, the addition of the concept of “logic of appropriateness” was meant to 
emphasize the vital importance of the ambiguity with which each subject understands her 
own actions and the context in which she performs them and thus to counteract any use of 
the models as showing an objective or predetermined reality. 

10.4. More knowledge about a new context
Another outcome of this study is some more understanding about how the socio-historical 
context of information activities interacts with the individual preferences and needs of their 
subjects  to  influence  their  actual  information  behaviour.  These  findings  confirm  the 
importance of context to individual information behaviour that has been claimed during the 
last decades, for instance in conferences such as ISIC – Information Seeking in Context, or 
by a long range of researchers, among which for instance Ingwersen and Järvelin (2005) 
and Wilson (2006).  In  general,  the  framework of  activity  systems  and the  concept  of 
emergent strategy could both be used to help clarify how individual information actions 
could lead  to  collective  activities  and strategies  within a  community,  especially  in  the 
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absence of strong and centralised deliberate strategies. The division of labour in information 
activities on a collective and organisational level can clarify individual actions that would 
seem incomplete or inexplicable without such a context. For instance, one person's relative 
uninterest in storing any information that she needs for her own tasks can be understood in 
a context where she relies on other people to give her access to the information whenever 
she needs. 

This study has further contributed something to the body of knowledge within library and 
information science by throwing some light on young people’s information behaviour in a 
non-school context, which was one of the topics Chelton (2004, p.387-390) mentioned as 
needing more research. The findings support other research in this area, such as Thulin's 
(2004)  conclusion that  virtual  media  such as  mobile  phones,  e-mail,  chat  and Internet 
searches  complement rather  than  replace  more  traditional  media  such  as  face-to-face 
interactions  or  stationary  telephones  (p.153)  and  that  virtual  ICT  has  not  drastically 
replaced either  the need for  or the use of  physical  meeting places (p.159).  The Board 
members in my study emphasized the extreme importance of face-to-face meetings even as 
they sought less resource-intensive complements both for sharing information, motivating 
each other and making joint decisions. This is also in line with Olsson's (2005) findings that 
when young members in alternative political organisations are engaged locally, they do not 
need communication over the Internet and rather use informal face-to-face contacts. While 
the members in YOUTH FOR PEACE wanted the opportunity to communicate over the 
Internet,  in  case  they wanted to  discuss  with members  in  other  parts  of  Sweden,  they 
seldom actually used it. 

10.5. Relevance outside of library and information science
The  results  of  the  empirical  study  may  remind  practicing  members  of  youth/peace 
organisations  of  the  importance  of  taking  their  own  values,  structures,  and  aims  into 
account when discussing and designing information activities.  More specifically,  Board 
members could use the findings about a basic contradiction between empowerment and 
efficiency and its effects on information activities in Boards to help them decide which 
tensions in their own information activities may have been caused by such a basic tension 
and whether they could solve them while taking their inherent values into account. 

For instance, when deciding which media to adopt or adapt, findings that a large part of 
Board members in all youth/peace organisations wanted more contact with each other, but 
only if these contacts used rich media such as face-to-face meetings, while at the same time 
agreeing that they neither had the time nor the resources for such meetings may be relevant. 
The most often mentioned advantages of using rich information for Board communication 
were that it was seen as motivating and helped building a sense of belonging to a group. 
One would have to consider whether and how less resource-demanding tools could fulfil 
these needs in other ways. Findings about how Board members needed a relatively long 
time to internalise tensions, which resulted in a short period in which to make deliberate 
changes, might inspire discussions about whether to install longer Board terms, etc.
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At the beginning of my study, I hoped that understanding how a youth/peace organisation 
managed information could be useful also to the information management in organisations 
in other sectors, maybe even revealing solutions that organisations with older and more 
experienced members and more established resources never dreamed of. A general lesson 
that this study confirms is how important it is that aspects of the organisational context, 
such as basic contradictions, should be taken into account when planning adequate support 
for information processes. This implies that there would be problems in trying to transfer 
solutions to other situations. When Board members in my study did find solutions to the 
disturbances and the tensions that they struggled with in their information activities, these 
solutions are likely only to apply to their specific context. They cannot easily be imported 
wholesale to another organisational context. 

For instance, Board members in general in YOUTH FOR PEACE neglected security issues 
associated with sharing their organisational documents openly on the Internet in favour of 
the ease of access this provided for their members. This was in line with their values and 
aims.  What looks like a naïve position on the security of their  information has helped 
members in YOUTH FOR PEACE to almost completely bypass a culture of information 
hoarding  that  has  hindered  many  a  knowledge  sharing  scheme  in  traditional  business 
organisations (see Nowé 2001b). However, this does not mean that other organisations can 
ignore security issues for their information or archive their organisational documentation in 
the same way. 

Thus, while this study cannot offer any ready solutions, on the other hand, researchers and 
practitioners interested in information management in other types of organisations could 
reflect on how some issues that Board members in YOUTH FOR PEACE have highlighted 
may be interesting for their own contexts. 

As a whole, both Board members and local members in YOUTH FOR PEACE consciously 
struggled to align their information practices with their internal democratic values, whether 
they discussed the most democratic way of seeking information organisation-wide, whom 
to  include  to  make  their  organisational  documents  as  legitimate  as  possible,  how  to 
cooperate with each other so that the work would not only be done efficiently but also be 
fun, or how to ensure equal participation of all members in joint activities with partner 
organisations. One issue common to such discussions was an understanding of information 
as power. Many pointed out the dangers of information held only by a few, whether in the 
activities of encountering external information where the Chair should not be the only one 
to be contacted, or in sharing information with members and Board members that would 
lead to decision making, or in the formulation of policy documents, visions or information 
about the organisation for outsiders, where as many voices as possible had to be included. 
The constant discussions and watchfulness of the Board members and local members seem 
to have resulted in structures where information was shared as much as possible. A caveat 
here:  there  may  be  more  dissatisfaction  with  the  Board's  information  and  information 
strategies and structures at local levels. 
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Another understanding that Board members in YOUTH FOR PEACE repeatedly showed 
was  about  the  essential  role  information,  and  especially  rich  opportunities  for  both 
receiving  and  sharing  information,  played  in  motivating  themselves  and  their  local 
members. The importance of letting members make policies, values and activities “their 
own” by providing generous opportunities of discussing policy documents and strategies at 
both local level and Board level, including time for sharing opinions and feelings as well as 
facts, and re-creating these documents each year down to the level of style and wording was 
well understood and was one of the major ways in which members were socialised into 
identifying with an otherwise fairly fragmented organisation. 

How to deal with the role of information as power, or how to harness the motivating power 
of rich information opportunities may be worth to reflect upon also in other organisational 
contexts. 

10.6. Questions for further research
Another influence on the information activities in the Boards of youth/peace organisations 
might be found in the youth of their members. In research on young people's information 
behaviour  in  the  so-called  digital  age,  it  was  assumed that  they  would  have  different 
literacies from older generations.  Although the extreme polarisations of this claim have 
been largely refuted by most recent studies, still it seems plausible that the experience of 
growing up with ICT tools in which, for instance, distance and time differences are made 
less insurmountable and access to information has grown, would, as Bruce (2002) argues, 
have some important long-term effects on the way they make sense of the world and behave 
within it.  This has been largely outside the scope of the current study, but some of its 
findings might indicate a direction for further research on this issue.

One  finding  was  that  the  young  Boards  of  an  older  organisation  found themselves  in 
between  two  identities  that  were  partly  caused  by  the  existence  of  old  traditions  and 
expectations together with the new expectations that new members had brought into the 
organisations. Since tools have changed faster in information activities than in many other 
activities, they may be one of the areas where such contradictory identities become most 
clear. Within information activities, the simultaneous existence of the old and the new was 
the most visible in the activity of archiving, where old tools such as the paper archives were 
still  present,  but  becoming  obsolete  in  a  practice  focusing  on  ICT  tools  for  similar 
functions.  While  the  Boards  both  in  YOUTH FOR PEACE and  in  other  youth/peace 
organisations  were  in  the  process  of  creating  digital,  web-based  archives  for  their 
information products, one can ask whether the function of these archives was really the 
same as the function of the earlier paper archives. For instance, the documents in the web-
based archives were not stored for the same length of time as those in the paper archives 
that went back to the first organisational years. Today, only some years after the end of the 
case study, the website of YOUTH FOR PEACE has changed character at least once and 
the new archive of internal documentation only goes back one year. Also, the paper archives 
had  stored  many  more  different  types  of  documents,  from  both  external  and  internal 
sources, and had a much more intricate system of classification that the new archives did 
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not try to emulate in any way. The tasks of storing, archiving and organising documents had 
low priorities and there were relatively few occasions when Board members were interested 
in  retrieving  information  that  went  further  back  than  the  current  year.  Clearly,  the 
documentation of activities and archiving these documents was seen as a less important 
activity than the actual “acting”, which could be leading projects, travelling, interacting 
with the environment, or, in the case of information activities, the sharing of information. 

One can wonder whether to the new generations leading and populating the youth/peace 
organisations, the aims and functions of the paper archives, such as building a “memory 
bank” of external and internal information within the organisation, may seem as obsolete as 
the  tools  themselves.  Maybe  the  presence  of  the  Internet  has  led  to  new information 
behaviour all round among young adults, where storing and saving one’s own information 
and knowledge is seen as less important than going with the flow of ever new information, 
since there is a general assumption that the needed information, or some information that 
will do just as well, will always be “out there”? Olsson (2005) found among others that 
smaller  alternative  organisations  would  create  links  to  the  information  of  other,  larger 
organisations' websites rather than gather this information for themselves. 

While  such  a  question  cannot  be  answered  by  the  results  of  this  study,  it  would  be 
interesting to research further. Will these organisations led by new generations build their 
own libraries and archives like the popular movements of a century ago did? Or will they 
rely on hyperlinks to material from other sources, and not care if the sources disappear or 
change content? Is the focus on the future and the low priority of saving the past found in 
youth/peace organisations a sign of the youth of their members, or a sign of a new kind of 
organisational focus? Such research could extend the results from this study and gain more 
knowledge  about  where  the  tensions  and contradictions  in  information  management  in 
youth/peace organisations could lead in the future.
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Appendix 1: Data gathering processes

A 1.1. Observation of meetings

Date Type of meeting Board Duration Place

January 2004 Board First Board Two days Sthlm office

February 2004 Board First Board Two days Member's cottage

March 2004 Annual First Board Two days Major city

April 2004 Board Second 
Board 

Two days Sthlm office

August 2004 Board Second 
Board 

Two days Major city

October 2004 Board Second 
Board 

One day Major city

January 2005 Board Second 
Board 

Two days Sthlm office

Table 15: Observations of Board and annual meetings in YOUTH FOR PEACE

Both First and Second Board held 12 meetings during their term, mostly weekend meetings 
that started with some social activity on the Friday night and ended on Sunday afternoon. 
One meeting was held in a member's country place. This was a bit awkward since I had to 
rely  on  the  Board  members'  help  with  transportation  and  lodgings.  I  agreed  not  to 
participate in any “social activities” that the groups undertook to strengthen their group 
dynamics. Thus the observations usually stretch from Saturday morning to the end of the 
meeting proper on Sunday afternoon.

A 1.2. Observation of e-mail and discussion forum postings

Period Board Type Number of 
messages

January 2004-March 2004 First Board E-mail 26

April 2004- March 2005 Second Board E-mail 106

April 2004-June 2004, 
November 2004-March 2005

Second Board Discussion forum 319

Table 16: Observation of email and discussion forum in YOUTH FOR PEACE
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Unfortunately,  I  had  missed  that  the  system would  wipe  all  postings  older  than  three 
months, which explains the gap between June and November. However, since there was 
little activity during June, July and August, most of the postings are included. 

A 1.3. Interviews

Date Board mem-
ber 

About Board Type

March 2004 Bea First Board Face-to-Face

April 2004 Felicia First Board Face-to-Face

April 2004 Frances First Board Face-to-Face

May 2004 Fabienne First Board Face-to-Face

May 2004 Fiona First Board Face-to-Face

May 2004 Barbara First and Second 
Board 

Face-to-Face

May 2004 Birgitta First and Second 
Board 

Face-to-Face

July 2004 Bea Second Board Face-to-Face

July 2004 Sissela Second Board Face-to-Face

July 2004 Sonia Second Board Face-to-Face

August 2004 Filippa First Board e-mail (two)

August 2004 Sara Second Board Face-to-Face

October 2004 Stina Second Board Face-to-Face

April 2005 Stina Second Board e-mail

April 2005 Birgitta Second Board e-mail

Table 17: Interviews with Board members in YOUTH FOR PEACE

Some of the interviews were conducted in the homes of the Board members, others in 
public places – libraries, universities and study centres among others. Two interviews were 
conducted  in  my  office  in  Göteborg,  and  two  interviews  were  conducted  in  the 
organisation’s office in Stockholm.

Due to some difficulties in finding interview time, I have been necessitated to have one 
interview over e-mail and have not been able to reach one member of First Board at all. For 
the same reason I have asked two of the Board members that had sat on both First and 
Second Board questions about both Boards during the same interview occasion,  which 
added about half an hour to the interview time. 

During the interviews the following questions were discussed:
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• The  personal  background  of  the  Board  member:  education,  work  experience, 
experience  from  other  organisations  and  experience  in  YOUTH  FOR  PEACE, 
including the itinerary in the organisational and the Board communities.

• The tasks, roles and responsibilities of the Board member in the Board, and whether 
and how the Board member had come to identify herself with them.

• The  Board  member’s  choices  when  seeking,  storing,  retrieving,  producing,  and 
sharing information for their tasks as Board member.

• The Board member’s attitudes towards information in YOUTH FOR PEACE and in 
general.

• The Board member’s personal opinion of the information strategies, policies and 
routines in YOUTH FOR PEACE, especially in Board work. 

A 1.3.1. shows the detailed guidelines I referred to during the interviews.

A 1.3.1. Guidelines

As the interviews were conducted in Swedish, the guidelines are rendered in Swedish here 
as well.  For  translation,  contact  the author.  The guidelines were used as an inspiration 
during the interviews rather than followed exactly.

Bakgrund

utbildning / arbete
andra organisationer: funktioner? Arbetsuppgifter?
PQ: funktioner? Arbetsuppgifter?

Styrelsen –du 

När med? Varför? Motivation? Funktioner/ansvarsområden? Varför? Andra arbetsuppgifter? 
Vad tycker du att du är bäst på att göra, vad tycker du inte du är bra på? Varför?

Styrelsen – grupp 

Hur kändes det när du kom med i styrelsen i början? Tog det tid att ”komma in” i arbetet? I 
gruppen?  Vilka  personer  kände  du  sedan  tidigare?  Vilka  uppgifter…  kunde  du  sedan 
tidigare? Hur mycket kände du till om PQ mål och arbetssätt innan? Tycker du att styrelsen 
har ett annat perspektiv än den gruppen… du arbetade i innan? På vilka sätt underlättade de 
”gamla” i styrelsen för dig att få grepp om arbetet? På vilka sätt fick du reda på vad som 
hade hänt i dina ansvarsområden innan, och hur lång tid tog det innan du kände att du 
behärskade dem? 
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Informations- och kommunikationsrutiner inom styrelsen

På vilka sätt jobbar du med dina arbetsuppgifter 
Hur mycket tid lägger du ner på dem, och vad lägger du tid på? 

Ge ett typiskt exempel 
– vad jobbar du med just nu? Med vem? Vad behöver du få reda på för det? Av vem? Hur? 

Vad sparar du om det? Hur gör du avvägningen om du vill spara något? Om du sparar åt 
andra också, hur? Om du inte sparar åt andra – gör någon annan det? Vem? 

Vad berättar du om det för de andra i styrelsen/ i den kommande styrelsen/ i arbetsgruppen/ 
i PQ/ andra? När, hur ofta? På vilket sätt? 

Hur vet du sedan att du har fått tag på all rätt information från början, att du har kunnat 
kommunicera den, hitta den, använda den rätt – talar ni om det, t ex i en utvärdering sedan?

Allmänt

Samarbete? Eget arbete? Kontakt med andra utanför styrelsen, i PQ, utanför PQ? Media för 
samarbete? Hur ofta? Vilka sätt föredrar du att samarbeta på personligen? Går det att göra 
inom PQ? Varför inte? Finns det policies eller nedskriva rutiner för hur man ska göra? Hur 
samarbetar du i andra sammanhang? Skillnader?

Söka information? Vilken information behöver du, av vem eller varifrån, och hur får du tag 
på den? Hur mycket information får du oombedd, via vilka kanaler, och vad gör du med 
det?  Hur  mycket  går  du  utanför  PQ  för  att  få  reda  på  sånt  som  kan  hjälpa  dig  i 
styrelsearbetet? Hur skulle du helst göra för att få tag på information, och går det att göra 
inom PQ? Finns det policies eller nedskriva rutiner för hur man ska göra? Hur söker du 
information i andra sammanhang? Skillnader?

Skapa information för andra? Vad? Hur ofta, för vem, med vem, om vad? Vilka sätt föredrar 
du att skapa information på? Går det att göra inom PQ? Varför inte? Finns det policies eller 
nedskriva rutiner för hur man ska göra? Hur skapar du information i andra sammanhang? 
Skillnader?

Kommunicera information? Hur ofta,  till  vem, om vad,  genom vilka media? Vilka sätt 
föredrar du att kommunicera på ? Går det att göra inom PQ? Varför inte? Finns det policies 
eller  nedskriva  rutiner  för  hur  man  ska  göra?  Hur  kommunicerar  du  helst  i  andra 
sammanhang? Skillnader? 

Möten: hur vill du att de ska vara? Hur är de? Har du påverkat mötena? Finns det policies 
eller nedskriva rutiner för hur man ska göra?

Spara information? Hur? Var? Vilken? Hur länge? Vilka avvägningar om vad som ska 
sparas eller slängas? Lätt att hitta igen? Om du inte har dokumentet längre, eller inte hittar – 
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finns det backup du vet om? Hos vem? Vilka sätt föredrar du att spara på? Går det att göra 
inom PQ? Varför inte? Finns det policies eller nedskriva rutiner för hur man ska göra? Hur 
sparar du helst i andra sammanhang? Skillnader?

Utvärdera informationsprocessen: brukar du tänka kring: säkerhet, effektivitet, kostnader i 
samband med informationshantering? Själv? Inom PQ? Brukar du diskutera sådana frågor 
inom PQ, försöka förändra rutiner etc? Exempel? 

Andra frågor du tycker är (strategiskt) viktiga att tänka på när du arbetar med information 
inom PQ styrelse? 

Finns det sätt du jobbar på, samarbetar på, kommunicerar, sparar, tänker på… som du har 
lärt dig uppskatta / göra genom ditt arbete inom styrelsen?

Finns det rutiner / sätt att arbeta med information, som du tycker brister? Vad gör du åt det?

Finns det någon som är speciellt ansvarig för (de olika delar av) informationshantering i 
styrelsen? För att bevaka nyckelfrågor (säkerhet, kostnad, effektivitet…)? Vem?

Informations- och kommunikationsrutiner av styrelsen, för andra medlemmar
vilka policies har styrelsen skapat för sin kommunikation med andra inom peacequest?
Andra policies? ( ex om säkerhet, åtkomlighet, tydlighet, kostnader…)?
Vilka har du varit med och arbetat fram? Hur gick det till? 
Vilka skulle du vilja att det fanns mer, eller annorlunda?

Vad tycker du är viktigast i en långtids PQ strategi om hur information ska hanteras – i e 
samlas in, sparas, kommuniceras, användas?

Annat du kommer på?
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A 1.4. Documents

Type Board Number of documents Period

Documentation annual mee-
tings

Before First 
Board 

3 2003

First Board 3 2004

Second Board 2 2005

Documentation Board mee-
tings

Before First 
Board 

1 2002

First Board 13 2003-2004

Second Board 14 2004-2005

After Second 
Board 

1 2006

Newsflashes on website First Board 2 2003-2004

Second Board 3 2004-2005

Policy documents Before First 
Board 

2 2002-2003

First Board 2 2003-2004

Second Board 2 2004-2005

After Second 
Board 

1 2005

Table 18: Organisational documents in YOUTH FOR PEACE used in the analysis

Among  the  documentation  for  annual  meetings  and  Board  meetings  were  proposals, 
welcome letters, and minutes. Among the documentation for the annual meetings were also 
the  financial  reports  and the  Chair's  reports  that  were  presented  at  these  meetings  for 
discussion. There were many more newsflashes on the website that I checked frequently, 
but only five newsflashes were relevant to my study. Policy documents included statutes, 
strategic plans, and auditors' reports. While the focus naturally was on the period for the 
case  study,  a  few  documents  both  before  and  after  this  period  were  relevant  for  my 
understanding of occurrences within the case study period and are therefore included.
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A 1.5. Survey: the process

Date Action Recipients Responses until 
next action

December 1, 2006 e-mail to Board members with ex-
planation, attached questionnaire 
and password to electronic version

77 11 + 4 org sur-
vey

December 17, 2006 Reminder by e-mail. Reminder not 
to use electronic version.

66 6 (3 lost to te-
chnical pro-
blems)

January 10 , 2007 Second reminder, e-mail 60 8

January 19, 2007 Reminder about organisation sur-
vey, e-mail

5 2 org survey

January 22, 25, 
2007; February 1, 
2007

Reminders by telephone; offer of 
telephone survey

18 14 (of which 3 
telephone sur-
veys)

March 23, 2007 Mini-questionnaire, e-mail attach-
ment

35 5

April 4, 2007 Reminder mini-questionnaire, e-
mail

30 6 

Table 19: Data gathering process of questionnaire study

I had started to offer the questionnaire both as an attachment to the e-mail I sent to the 
Board members and as an electronic version using the software eVal, a part of the learning 
platform  Luvit.  However,  from the  answers to my first  reminder it  turned out  that  the 
electronic version did not function satisfactorily and had “lost” at least three answers, as 
well as refused at least two respondents to send in their answers. This technical problem 
proved unsolveable, so I sent out a new reminder the same day not to use the electronic 
version anymore. This was a pity, as the majority of the answers before that had come in 
through the electronic version. 

The  telephone  numbers  for  the  reminders  by  telephone  I  found  on  the  organisations' 
websites  in  fifteen  cases;  three  more  could  be  found  in  the  phone  book.  Only  three 
respondents agreed to telephone interviews, which is not surprising considering the long 
time the interviews took (between 35 minutes and an hour) but several more sent in answers 
over e-mail or in paper format. Five people explicitly declined to answer the questionnaire, 
claiming a lack of time or that they were not active anymore in the organisation. Not all 
who said they were willing to answer the questionnaire also did so, but by the end of 
February I had gained a total of 39 responses and six questionnaires about the organisations. 

I sent the mini-questionaire to the 35 respondents who had not answered by the end of 
March, excluding the five people who had explicitly declined to answer. After a reminder in 
the beginning of April, I had received a total of eleven answers. Although there remains a 
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risk that the different contexts for the content questions may have influenced their answers, 
a comparison between the answers to  the mini-questionnaire and the full  questionnaire 
showed that the variation among the answers is similar. I therefore decided that I could use 
the mini-questionnaire responses to increase the response rate on some of the more essential 
questions. This brought the total response rate on those questions up to 50 responses, or 65 
percent of the total population.
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Appendix 2: Questionnaires

Again, as the questionnaires were conducted in Swedish, they are rendered in Swedish here 
as well. For translations, contact the author.

A 2.1. Full questionnaire to Board members in youth/peace organisations

Hej!

Du har fått  denna enkät för att  du är styrelsemedlem i en ungdomsorganisation som 
arbetar med frågor kring demokrati, fred eller hållbar utveckling. Jag som ber dig fylla i 
enkäten heter Karen Nowé, och jag skriver på en avhandling om hur organisationer som 
din kommunicerar och tar vara på medlemmarnas kunskaper och erfarenheter. 

Dina  svar kommer  att  hjälpa mig att  se  hur  eventuella problem med informations-
hantering bäst  kan  lösas  i  organisationer  som din.  Förhoppningsvis  leder  detta  till 
utveckling av nya system för att stödja kommunikation och lärande i organisationer med 
knappa resurser. Som tack för din medverkan får du chansen att vinna en hemlig julklapp 
(av garanterat etisk tillverkning) om du svarar innan den 20 december. 

Jag hoppas verkligen att du kan ta dig tid att svara på frågorna – din kunskap är viktig! 
Du kan antingen kryssa i den elektroniska varianten av enkäten genom att klicka på 
denna länk: http://eval.luvit.se/eval/pub/136262/default.asp
eller  kryssa  i  den  bifogade  enkäten  i  Word-format  och  maila  tillbaka  den  till 
karen.nowe@hb.se. Om du väljer den elektroniska varianten loggar du in med ditt unika 
lösenordsnummer som är XX. Vill du hellre fylla i en pappersversion är du välkommen 
att maila mig din postadress, så får du enkäten med svarskuvert inom några dagar. Jag ser 
fram emot ditt svar SENAST DEN 20 DECEMBER. 

Tveka inte att höra av dig om du har frågor kring enkäten! Du kan alltid nå mig på 
karen.nowe@hb.se, eller på mobilen, 0737 674 652.

Många hälsningar,

Karen Nowé, 
doktorand  vid  institutionen  för  biblioteks-  och  informationsvetenskap,  Göteborgs 
universitet / Högskolan i Borås
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INFORMATION OCH KOMMUNIKATION I IDEELLA 
UNGDOMSORGANISATIONER

Tack så mycket att du tar dig tid att fylla ut enkäten! Frågorna är av typen ”stängda 
frågor”, vilket betyder att du kryssar i ett eller flera förtryckta alternativ. De är 
uppdelade i fem sektioner, varav de första tre handlar om hur du själv använder och 
delar med dig av information, och de sista två avsnitt frågar efter bakgrundskunskap 
om dig och din plats i organisationen. Det finns 51 frågor sammanlagt och 
provpersoner har behövt mellan 15 och 20 minuter att fylla i hela enkäten. Dina svar 
kommer att behandlas konfidentiellt: det kommer inte att framgå vem du är varken i 
min avhandling eller i andra texter som kan bygga på avhandlingen.

Del I: Att komma in i styrelsen22

När du blev en styrelsemedlem för första gången kom du in i ett nytt sammanhang. Kanske 
behövde du lära dig mera om organisationen, kanske om vad en styrelseledamot förväntas göra.  
Denna del handlar om på vilka sätt kunskaper och erfarenheter från avgående styrelser överförs 
till den nya styrelsen. Resultaten kan hjälpa till att uppmärksamma hur din organisation kan 
stödja nyblivna styrelsemedlemmar att snabbt komma in i arbetet och att ta tillvara på gjorda 
erfarenheter.

1. Hur många ledamöter var nykomlingar det år du för första gången blev ledamot i styrelsen?

□ Bara jag
□ Mindre än hälften
□ Hälften eller mer, men inte alla
□ Alla
□ Vet ej

2. På vilka sätt blev du insatt i styrelsearbetet? Du får ange flera alternativ.

□ Ledamöter från den avgående styrelsen berättade om sitt arbete
□ Ordföranden i vår styrelse berättade om organisationen och/eller styrelsens arbete
□ Personalen på kansliet berättade om organisationen och/eller styrelsens arbete
□ Jag fick organisationsdokument att läsa
□ Jag fick dokument som framställts särskilt för att sätta in oss i styrelsearbetet
□ Jag lärde mig genom att sitta med på våra möten och lyssna på diskussionerna
□ På annat sätt, nämligen ____________________________________________________

22 ”Styrelsen”  används  genomgående  som  samlingsnamn  för  riksstyrelse,  nationell  styrelse,  förbundsstyrelse, 
förbundsledning, nationellt råd, styrgrupp, mm.
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3 a. Tycker du att det fanns brister i hur du som ny styrelseledamot informerades om dina 
uppgifter?

□ Ja
□ Nej

3 b. Om ja, vilka?
_____________________________________________________________________________________
_____________________________________________________________________________________
_______________________________________________________

4. Vad behövde du lära dig mer om? Du får ange flera alternativ.

□ Organisationens interna struktur
□ Organisationens samarbete med omvärlden
□ Styrelsens roll och hur arbetet i en styrelse fungerar 
□ Hur tidigare styrelser arbetade med strategiska frågor i organisationen
□ Vad jag själv skulle ha för arbetsuppgifter och hur de kunde läggas upp
□ Hur tidigare styrelseledamöter arbetade med eller tänkte kring mina arbetsuppgifter
□ En annan fråga, nämligen _____________________________________________
□ Inget

5. Om du behövde lära dig mer, på vilka sätt skaffade du dig informationen du behövde? Du får 
ange flera alternativ.

□ Jag pratade med andra ledamöter i min styrelse (ansikte mot ansikte, över telefonen eller genom e-brev 
eller liknande)
□ Jag pratade med ledamöter från den avgående styrelsen (ansikte mot ansikte, över telefonen eller genom 
e-brev eller liknande)
□ Jag pratade med andra medlemmar i organisationen (ansikte mot ansikte, över telefonen eller genom e-
brev eller liknande)
□ Jag läste interna organisationsdokument (i pappersform eller i elektronisk form)
□ Jag läste andra dokument (till exempel böcker, tidningar, webbsidor…)
□ På annat sätt, nämligen _____________________________________________________

6. Ange hur mycket möda du la ner på att söka information om dessa frågor genom att rita ett 
streck på skalan.

Väldigt mycket möda |_______________________| Ingen möda alls

7. Hur lätt eller svårt var det att hitta den information du sökte? Rita ett streck på skalan!

Mycket lätt |_______________________| Mycket svårt
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8. Vad tycker du är viktigast i en ny styrelse?

□ Att fortsätta föregående styrelsens arbete och planer
□ Att vara kreativ och skapa nytt

Del 2: Att arbeta med styrelseuppgifter

Fördelningen av arbetsuppgifter skiljer sig åt i olika styrelser, även om uppgiften att fatta gemensamma 
beslut och att tillsammans ansvara för organisationens ekonomi brukar vara en viktig del. De nu följande 
frågorna handlar om hur du kommunicerar om dina uppgifter inom organisationen och i vilken 
omfattning du använder organisationsdokument. Kommunikationsproblem är de problem som oftast 
nämns som orsak till varför saker och ting går snett i organisationer. Dina svar i detta avsnitt kommer att  
hjälpa mig att föreslå verktyg och rutiner för intern kommunikation som bäst passar ideella 
organisationers behov och resurser.

9. Vilka är dina uppgifter i styrelsen? Du får ange flera alternativ.

□ Delta i gemensamma diskussioner och beslutsfattande
□ Ensam ansvarig för ett specifikt område/flera specifika områden (till exempel ”ekonomi”, ”hemsida”, 

något projekt…)
□ Huvudansvarig för ett specifikt område/flera specifika områden (till exempel ”ekonomi”, ”hemsida”, 

något projekt…) med stöd av andra medlemmar eller styrelsemedlemmar 
□ Medansvarig tillsammans med andra styrelsemedlemmar för ett specifikt område/flera specifika 

områden (till exempel ”ekonomi”, ”hemsida”, något projekt…)
□ Jag får mindre enskilda uppgifter att utföra ibland (som att kontakta någon, att leta reda på något, att 
skriva diskussionsunderlag, etc.)
□ Andra, nämligen ___________________________________________________________

2.1 KOMMUNIKATION INOM STYRELSEN

10. Hur kommunicerar du med de andra ledamöterna i styrelsen? 

- Möten med hela styrelsen:
□ Aldrig
□ Mindre än 1 gång i månaden
□ Flera gånger i månaden, men mindre än 2 gånger i veckan
□ 2 eller 3 gånger i veckan
□ Oftare än 3 gånger i veckan

- Möten med någon/några i styrelsen:
□ Aldrig
□ Mindre än 1 gång i månaden
□ Flera gånger i månaden, men mindre än 2 gånger i veckan
□ 2 eller 3 gånger i veckan
□ Oftare än 3 gånger i veckan
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- Telefonsamtal
□ Aldrig
□ Mindre än 1 gång i månaden
□ Flera gånger i månaden, men mindre än 2 gånger i veckan
□ 2 eller 3 gånger i veckan
□ Oftare än 3 gånger i veckan

- E-post
□ Aldrig
□ Mindre än 1 gång i månaden
□ Flera gånger i månaden, men mindre än 2 gånger i veckan
□ 2 eller 3 gånger i veckan
□ Oftare än 3 gånger i veckan

- Sms
□ Aldrig
□ Mindre än 1 gång i månaden
□ Flera gånger i månaden, men mindre än 2 gånger i veckan
□ 2 eller 3 gånger i veckan
□ Oftare än 3 gånger i veckan

- Chatt (msn, icq, eller annan)
□ Aldrig
□ Mindre än 1 gång i månaden
□ Flera gånger i månaden, men mindre än 2 gånger i veckan
□ 2 eller 3 gånger i veckan
□ Oftare än 3 gånger i veckan

- Virtuella diskussionsforum
□ Aldrig
□ Mindre än 1 gång i månaden
□ Flera gånger i månaden, men mindre än 2 gånger i veckan
□ 2 eller 3 gånger i veckan
□ Oftare än 3 gånger i veckan

- Brev eller lappar i varandras brevlådor
□ Aldrig
□ Mindre än 1 gång i månaden
□ Flera gånger i månaden, men mindre än 2 gånger i veckan
□ 2 eller 3 gånger i veckan
□ Oftare än 3 gånger i veckan

- På annat sätt, nämligen ______________________________________________
□ Aldrig
□ Mindre än 1 gång i månaden
□ Flera gånger i månaden, men mindre än 2 gånger i veckan
□ 2 eller 3 gånger i veckan
□ Oftare än 3 gånger i veckan

11 a. Skulle du vilja ha mer kontakt med de andra styrelseledamöterna?

□ Ja
□ Nej
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11 b. Om ja, på vilka sätt? Du får ange flera alternativ.

□ Möten med hela styrelsen
□ Möten med någon/några i styrelsen
□ Telefonsamtal med någon/några i styrelsen
□ E-post från någon i styrelsen
□ Sms från någon i styrelsen
□ Chatt (icq, msn, annan) med någon i styrelsen
□ Virtuella diskussionsforum för styrelsen
□ Brev eller lappar från andra i styrelsen
□ Det spelar ingen roll på vilket sätt
□ Andra sätt att kommunicera, nämligen _____________________________

12. Hur viktigt anser du att det är att ha regelbundna möten med de andra styrelsemedlemmarna? 
Rita ett streck på skalan!

Mycket viktigt |_______________________| Inte alls viktigt

13. Om du anser att det är viktigt, varför? Du får ange flera alternativ.

□ Mötena motiverar mig att arbeta mer mellan möten
□ Vi behöver träffas för att kunna fatta bra beslut
□ Vi behöver träffas för att besluten ska vara demokratiskt fattade
□ Vi behöver träffas för att skapa en bra gruppdynamik
□ Mötena är roliga
□ Jag behöver träffa de andra för att kunna utveckla mina idéer om styrelsearbetet
□ Jag lär mig mycket på mötena
□ Annat, nämligen ______________________________

14. Om du inte anser att det är viktigt, varför inte? Du får ange flera alternativ.

□ Det är mer effektivt att lägga tiden på annat styrelsearbete
□ Möten kostar för mycket av organisationens eller mina egna pengar
□ Vi behöver inte samarbeta mycket om våra uppgifter
□ Vi kan lika väl använda andra kommunikationsmedel såsom _______________________
□ Mötena leder ändå aldrig fram till bra beslut
□ Det är tröttsamt att behöva åka på möten
□ Annat, nämligen __________________________________

15 a. Tycker du att det finns brister i hur kommunikationen mellan styrelsemedlemmar fungerar?

□ Ja
□ Nej

15 b. Om ja, vilka?
_____________________________________________________________________________________
_____________________________________________________________________________________
____________________________________________________________________________
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2.2 KOMMUNIKATION MED MEDLEMMAR

16. Hur ofta har du kontakt med medlemmar utanför styrelsen? 
□ Aldrig
□ Mindre än 1 gång i månaden
□ Mellan 1 gång i månaden och 1 gång i veckan
□ 2 eller 3 gånger i veckan
□ Oftare än 3 gånger i veckan

17. Skulle du vilja ha mer kontakt med medlemmar utanför styrelsen?

□ Ja
□ Nej

18. Hur viktigt anser du att det är att ha regelbundna möten med medlemmar utanför styrelsen? 
Rita ett streck på skalan!

Mycket viktigt |_______________________| Inte alls viktigt

19. Om du anser att det är viktigt, varför? Du får ange flera alternativ.

□ Mötena motiverar mig att arbeta med styrelseuppgifter 
□ Möten undviker att det blir en klyfta mellan styrelsen och medlemmarna
□ För att veta vilka frågor jag ska arbeta med
□ Jag lär mig mycket på sådana träffar
□ Det är roligt att träffa medlemmar
□ Jag vill också arbeta med annan verksamhet än styrelseuppdraget
□ Vi behöver träffas för att skapa en sammanhållen organisation
□ Annat, nämligen ________________________________________________

20. Om du inte anser att det är viktigt, varför inte? Du får ange flera alternativ.

□ Det är mer effektivt att lägga tiden på annat styrelsearbete
□ Jag behöver ingen input från medlemmarna för mitt styrelsearbete
□ Vi kan lika väl använda andra kommunikationsmedel såsom _______________________
□ Det är tröttsamt att behöva åka på möten med medlemmarna
□ Det tar för mycket tid
□ Jag träffar många medlemmar informellt ändå
□ Annat, nämligen _____________________________________

21 a. Tycker du att det finns brister i hur kommunikationen mellan styrelsen och medlemmar 
fungerar?

□ Ja
□ Nej
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21 b. Om ja, vilka?
_____________________________________________________________________________________
_____________________________________________________________________________________
____________________________________________________________________________

2.3. ORGANISATIONSDOKUMENT

22. Vilka av följande organisationsdokument har du känt ett behov av för dina uppgifter i styrelsen? 
Du får ange flera alternativ.

□ Visionsdokument
□ Stadgar
□ Verksamhetsplan
□ Styrelseprotokoll från tidigare år
□ Styrelseprotokoll från innevarande år
□ Resultatredovisning från tidigare år
□ Budget från tidigare år
□ Budget från innevarande år
□ Verksamhetsberättelser från tidigare år
□ Årsmötesprotokoll från tidigare år
□ Policy dokument
□ Arbetsmaterial för verksamheten
□ Utvärderingar av verksamheten
□ Bidragsansökan från tidigare år
□ Dokumentation om organisationen (som broschyrer, texter om organisationen på webbsidan eller på 
tidigare versioner av webbsidan , etc.)
□ Andra, nämligen _________________________________________________________
□ Inga

23. Var hittade du de organisationsdokument som du hade behov av? Du får ange flera alternativ.

□ Jag har dem själv
□ I ett (pappers-)arkiv i organisationens lokaler
□ Som filer på organisationens dator
□ Som filer på organisationens hemsida
□ Hos någon av styrelsen
□ Hos någon av organisationens medlemmar utanför styrelsen
□ På annat ställe, nämligen _______________________________________________
□ Jag hittade dem inte

24 a. Hur lätt är det att komma åt organisationsdokument för dig som styrelsemedlem? Rita ett 
streck på skalan!

Mycket lätt |_______________________| Nästintill omöjligt
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24 b. Om det är svårt, tycker du att det är ett problem?

□ Ja
□ Nej

25 a. Hur lätt tror du att det är för medlemmar utanför styrelsen? Rita ett streck på skalan!

□ Vet ej

Mycket lätt |_______________________| Nästintill omöjligt

25 b. Om det är svårt, tycker du att det är ett problem?

□ Ja
□ Nej

26 a. Hur lätt tror du att det är för personer utanför organisationen? Rita ett streck på skalan!

□ Vet ej

Mycket lätt |_______________________| Nästintill omöjligt

26 b. Om det är svårt, tycker du att det är ett problem?

□ Ja
□ Nej

27 a. Tycker du att det finns brister i hur organisationsdokument sparas och organiseras?

□ Ja
□ Nej

27 b. Om ja, vilka?

Del 3: Resurser och mål för informationshantering

I detta avsnitt följer några mer generella frågor kring vilka resurser du förfogar över för att hantera 
information för dina styrelseuppgifter och vilka mål du anser är viktigast när det gäller 
informationshantering i er organisation. Dina svar i detta avsnitt är mycket viktiga för att klargöra vilken 
kontext verktyg för informationshantering måste ta hänsyn till för att kunna stödja de specifika behov och 
mål i organisationer som din.
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28. I vilken utsträckning använder du följande verktyg för att arbeta med eller kommunicera kring 
dina styrelseuppgifter? Rita streck på skalan!

- Dator

Mycket ofta |_______________________|  Aldrig

- Internetuppkoppling

Mycket ofta  |_______________________|   Aldrig

- Mobiltelefon

Mycket ofta  |_______________________|   Aldrig

- Fast telefon

Mycket ofta  |_______________________|   Aldrig

- Skrivare

Mycket ofta  |_______________________|   Aldrig

- Fax

Mycket ofta  |_______________________|   Aldrig

- Kopiator

Mycket ofta  |_______________________|   Aldrig

- Annat, nämligen ______________________________ 

Mycket ofta  |_______________________|   Aldrig

29. Vilken tillgång har du till dessa resurser?

- Dator
□ Har en egen
□ Har ingen egen, men fri tillgång på nära håll
□ Har tillgång till en, men det kräver viss restid 
□ Har ingen tillgång

- Internetuppkoppling
□ Har egen
□ Har ingen egen, men fri tillgång på nära håll
□ Har tillgång till det, men det kräver viss restid 
□ Har ingen tillgång
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- Mobiltelefon
□ Har en egen
□ Har ingen egen, men fri tillgång på nära håll
□ Har ingen tillgång

- Fast telefon
□ Har en egen
□ Har ingen egen, men fri tillgång på nära håll
□ Har tillgång till en, men det kräver viss restid 
□ Har ingen tillgång

- Skrivare
□ Har en egen
□ Har ingen egen, men fri tillgång på nära håll
□ Har tillgång till en, men det kräver viss restid 
□ Har ingen tillgång

- Fax
□ Har en egen
□ Har ingen egen, men fri tillgång på nära håll
□ Har tillgång till en, men det kräver viss restid 
□ Har ingen tillgång

- Kopiator
□ Har en egen
□ Har ingen egen, men fri tillgång på nära håll
□ Har tillgång till en, men det kräver viss restid 
□ Har ingen tillgång

30. Har du några egna utgifter (som du står för själv) i samband med informationshantering för 
styrelsens räkning? 

□ Ja, för telefonsamtal / mobilsamtal
□ Ja, för resor till möten
□ Ja, för kostnader i samband med möten förutom resekostnader
□ Ja, för utskrifter eller kopior
□ Ja, för annat, nämligen _____________________________
□ Nej

31. Vad anser du om att betala för sådana utgifter ur egen ficka?

□ Jag bidrar gärna
□ Jag borde inte behöva betala själv men jag gör det för att jag vet att det inte finns resurser i 

organisationen
□ Det är fel att jag ska behöva betala själv

32. Hur mycket mötestid brukar du lägga ner på styrelsemöten? 

□ 0-5 timmar i en genomsnittlig månad
□ 6-10 timmar i en genomsnittlig månad
□ 11-20 timmar i en genomsnittlig månad
□ Mer än 21 timmar i en genomsnittlig månad
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33. Hur mycket tid brukar du lägga ner på att arbeta för styrelsen om du räknar bort tid för 
styrelsemöten? (Obs! Denna gång räknad per VECKA)

□ 0-5 timmar i en genomsnittlig vecka
□ 6-10 timmar i en genomsnittlig vecka
□ 11-20 timmar i en genomsnittlig vecka
□ Mer än 21 timmar i en genomsnittlig vecka

34. Vilka av följande uppgifter inom informationshantering tycker du är viktigast i styrelsen? Du 
kan ange högst tre alternativ.

□ Att dokumentera verksamheten 
□ Att spara och organisera organisationsdokument
□ Att söka information kring nya frågor som kommer upp
□ Kommunikationen inom styrelsen
□ Kommunikationen med medlemmarna
□ Kommunikation med omvärlden
□ Kommunikation mellan avgående och tillträdande styrelser

35. Ange vad du tycker är de viktigaste målen för hantering av information i hela organisationen! 
Du får ange högst tre alternativ. 

□ Att alla medlemmar har tillgång till all information beträffande organisationen
□ Att alla medlemmar känner sig delaktiga
□ Att alla, medlemmar och allmänheten, har tillgång till all information beträffande organisationen
□ Att organisationen är välkänd bland allmänheten
□ Att informationen når potentiella medlemmar
□ Att organisationen har ett gott rykte bland bidragsgivare
□ Att organisationen lär sig av, och bygger på, tidigare erfarenhet
□ Att skapa kontinuitet
□ Att informationen är korrekt och uppdaterad
□ Att rätt information går till rätt person i rätt tid så att den löpande verksamheten fungerar effektivt
□ Annat, nämligen __________________________________________________________

Del 4: Om organisationen

Här följer några mer allmänna frågor om hur du upplever din organisations mål och värderingar. Dina 
uppfattningar, tillsammans med allmän information om din organisation som jag samlar in på annat håll,  
förtydligar igen den kontext som jag måste ta hänsyn till om jag ska kunna föreslå det bästa stöd för 
informationshantering i denna typ av ideella ungdomsorganisationer.

36. Hur tycker du att din organisation kan kallas? 

- En ungdomsorganisation
□ Ja
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□ Nej
□ Vet ej

- En fredsorganisation
□ Ja
□ Nej
□ Vet ej

- Annat, nämligen _________________________________________

37. Vilka av följande målsättningar upplever du att din organisation har? Du får ange flera 
alternativ.

□ Att medlemmarna lär sig att bli aktiva medborgare
□ Att på ett effektivt sätt arbeta med att genomföra projekt
□ Att vara känd som en proffsig organisation bland beslutsfattare
□ Att alla medlemmar kan vara med och skapa verksamheten så att den passar dem
□ Att organisationen har en demokratisk struktur
□ Att få fler medlemmar
□ En annan, nämligen _________________________________________________

38 a. Upplever du att det finns en konflikt mellan målsättningarna som kan påverka hur 
verksamheten utformas i din organisation?

□ Ja
□ Nej
□ Vet ej

38 b. Om ja, mellan vilka målsättningar? (Ange minst två alternativ!).

□ Att medlemmarna lär sig att bli aktiva medborgare
□ Att på ett effektivt sätt arbeta med att genomföra projekt
□ Att vara känd som en proffsig organisation bland beslutsfattare
□ Att alla medlemmar kan vara med och skapa verksamheten så att den passar dem
□ Att organisationen har en demokratisk struktur
□ Att få fler medlemmar
□ En annan, nämligen _________________________________________________

39. Vilka av de följande tycker du är viktigast för att uppfylla organisationens mål på bästa sätt? Du 
får ange högst tre alternativ.

□ Att alla i organisationen får samma tillgång till information
□ Att medlemmarna får så mycket information som möjligt om verksamheten
□ Att kommunikationskanaler till medlemmarna är genomskinliga
□ Att alla viktiga organisationsdokument finns på ett centralt ställe
□ Att dokumentera verksamheten för att rapportera till bidragsgivare
□ Att dokumentera verksamheten så att medlemmar kan lära sig av erfarenheter
□ Att ha bra kontakter med (möjliga) bidragsgivare
□ Att ha en hemsida som är informativ för allmänheten
□ Att ha en hemsida som har möjlighet till interaktivitet för medlemmarna
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□ Att alla medlemmar känner sig inkluderade
□ Att personalen har lätt tillgång till all information de behöver för att arbeta med verksamheten
□ Att styrelsemedlemmar har lätt tillgång till all information de behöver för att ta beslut
□ Att alla i styrelsen känner sig inkluderade

Del 5: Om dig

Slutligen följer några frågor om dig själv. Dessa ska ge bakgrundskunskap som hjälper mig att sätta dina 
svar på resten av enkäten i ett sammanhang.

40. Vilket år är du född?

19_ _

41. Vilket kön har du?

□ Man
□ Kvinna

42. I vilken organisation är du styrelsemedlem?

□ CISV
□ Fältbiologerna
□ Förbundet Vi Unga
□ iN
□ Internationella Arbetslag
□ Internationellt Kulturutbyte
□ Röda Korsets Ungdomsförbund
□ Rädda Barnens Ungdomsförbund
□ Sveriges Ungdomsråd
□ Streets – Youth for Justice
□ Svenska Ekodemiker
□ Ungdom mot Rasism
□ Ingen av dessa

43. Hur länge har du varit aktiv i organisationen?
□ Mindre än ett år
□ Mellan ett och tre år
□ Mellan tre och fem år
□ Mer än fem år

44. Har du under din tid i organisationen deltagit i arrangemang organiserade av LSU (Landsrådet 
för Sveriges Ungdomsorganisationer)?

□ Nej
□ En gång
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□ Mellan två och fem gånger
□ Fler än fem gånger
□ Vet ej

45. Hur länge har du suttit i styrelsen?
□ Detta är mitt första år
□ Detta är mitt andra år 
□ Detta är mitt tredje år
□ Detta är mitt fjärde år eller mer

46. Vilken funktion har du i styrelsen?  

□ Ordförande
□ Vice ordförande
□ Sekreterare
□ Kassör
□ Ordinarie ledamot
□ Suppleant
□ Annan, nämligen ______________________________________

47. Hur bor du i förhållande till organisationens huvudsäte? 

□ Jag bor nära huvudsätet
□ Jag bor långt ifrån huvudsätet
□ Vet ej

48. Hur bor du i förhållande till de andra styrelsemedlemmarna?

□ Jag bor i samma del av Sverige som alla andra styrelsemedlemmar
□ Jag bor i samma del av Sverige som de flesta andra styrelsemedlemmarna
□ Jag bor i samma del av Sverige som en eller två andra styrelsemedlemmar
□ Jag bor i en annan del av Sverige än alla andra styrelsemedlemmar

49. Hur stark motivation anser du att du har att arbeta med styrelseuppgifter?

Mycket stark motivation |_______________________| Ingen motivation

50. Ökar styrelsemöten din motivation att arbeta med styrelseuppgifter mellan styrelsemöten?

□ Ja
□ Nej
□ Ibland
51. Är du aktiv i fler organisationer än denna?

□ Nej, jag är bara medlem i denna
□ Nej, men jag är passiv medlem i fler organisationer
□ Ja, jag är aktiv i en till organisation
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□ Ja, jag är aktiv i fler än en till organisation

TACK SÅ MYCKET FÖR DIN HJÄLP!!!

A 2.2. Questionnaire about the organisation
After having checked the organisations' websites and filled in the information I could from 
there, I created questionnaires from the remaining questions and sent to the Chairs in each 
organisation. 

Namn organisation: 

Hemsida: 

Kontaktadress:

Styrelsens namn / adresser:

Hur många styrelsemedlemmar finns?

Del 1. STORLEK

1. Finns det en nationell styrelse eller förbundsstyrelse?
□ Ja
□ Nej
(här måste det nästan finnas en, annars svår att jämföra…)

2. Är minst hälften i styrelsen 30 år eller yngre?
□ Ja
□ Nej
(om nej: ha inte med dem!)

3. Finns det lokala avdelningar, lokala grupper,…
□ Nej
□ 2-5
□ 6-10
□ Fler än 10

4. Vad är högsta beslutande organ?
□ Årsmöte
□ Kansli/VD
□ Den nationella styrelsen/förbundsstyrelsen
□ Annat, nämligen
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5. Antal medlemmar (inkl passiva):
□ 0-500
□ 501-1000
□ 1000-10000
□ Fler än 10000
(jag har inte med dem med fler än 10000 medlemmar – kolla vad jag sa i första avh-pres)

6. Antal aktiva medlemmar (inkl styrelsen):
□ 0-20
□ 21-50
□ 50-100
□ Fler än 100

7. Antal anställda, samt funktioner/titlar
□ Inga
□ Högst en 
□ Mer än en heltidstjänst, högst 5
□ 6-10 heltidstjänster
(jag har inte med dem med fler än 10 anställda - – kolla vad jag sa i första avh-pres)

8. Antal projekt eller verksamheter som pågår samtidigt på lokalt eller nationellt plan:
□ 1
□ 2-5
□ 6-10
□ Fler än 10
(hur komplex är organisationen?)

Del 2: KONTEXT

community – gemenskap

9. Vilken åldersgrupp tillhör de flesta av era medlemmar?
□ Under 15
□ 15-20
□ 21 - 30
□ Över 30
□ Vet ej

10. Samarbetar ni med andra svenska ungdomsorganisationer?
□ inga
□ Samarbete med minst en ungdomsorganisation minst en gång om året på lokal nivå
□ Samarbete med minst en ungdomsorganisation flera gånger om året på lokal nivå
□ Samarbete med minst en ungdomsorganisation minst en gång om året på nationell nivå
□ Samarbete med minst en ungdomsorganisation flera gånger om året på nationell nivå

11. Använder ni er av LSU’s kurser, seminarier, litteratur mm?
□ Ja, ofta
□ Ja, men inte ofta
□ Nej
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12. Samarbetar ni med andra fredsorganisationer i Sverige?
□ inga
□ Samarbete med minst en fredsorganisation minst en gång om året på lokal nivå
□ Samarbete med minst en fredsorganisation flera gånger om året på lokal nivå
□ Samarbete med minst en fredsorganisation minst en gång om året på nationell nivå
□ Samarbete med minst en fredsorganisation flera gånger om året på nationell nivå

Mål och verksamhet

13. Finns organisationens mål nedskrivna? 
□ Ja
□ Nej

14. Hur låter de?
_____________________________________________________________________________________
_____________________________________________________________________________________
_____________

15. Vilka huvudsakliga verksamheter finns? Rangordna: den största verksamheten (som har flest 
deltagare) först!
□ Kursverksamhet 
□ (Internationellt) utbyte eller resor
□ Kampanjer eller ”lobbying”
□ Insamling
□ Projekt
□ Läger
□ Annat, nämligen ____________________________________________

(arbetsfördelning) –allmänt

16. Hur långt är ett styrelsemandat?
□ Ett år
□ Två år
□ Antingen ett eller två år
□ Annat, nämligen

17. Vilka funktioner finns i styrelsen? Du får ange flera alternativ
□ Ordförande
□ Vice ordförande
□ Sekreterare
□ Kassör / ekonomiansvarig
□ Ordinarie ledamot
□ Suppleant
□ annan, nämligen _______________________________

18. Arvoderas någon av styrelseledamöterna för sitt arbete?
□ Ja, alla
□ Ja, någon
□ Ibland, för arbete utöver det vanliga styrelsearbetet
□ Nej
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19. Hur fördelas arbetet inom styrelsen?
□ Var och en ansvarar för ett visst område (sektion,…)
□ Två eller fler bildar arbetsgrupper som ansvarar för ett visst område
□ Uppgifterna fördelas bland alla när behovet finns (omformulera!)
(denna fråga för att kunna kolla strukturens / evt isolationens påverkan på kommunikationen)

20. Bor alla styrelsemedlemmar i närheten av varandra?
□ Ja
□ Nej, inte alla, men de flesta
□ Nej, de flesta bor långt ifrån varandra

(resurser)- allmänt

21. Vilka huvudsakliga inkomstkällor finns?
□ Främst medlemsavgifter
□ Främst generella bidrag från externa finansiärer
□ Främst öronmärkta bidrag från externa finansiärer till specifik verksamhet
□ Främst intäkter från verksamheten
□ Annat, nämligen

22. Finns det en öronmärkt finansiering för löpande stödfunktioner såsom administration, kontor, 
styrelsearbete mm?
□ Ja
□ Nej, det tas från annan verksamhet
□ Nej, det finns inga resurser till detta

23. Har organisationen egna arbetsplatser?
□ Ja, ett eget kontor
□ Ja, flera egna kontor
□ Ja, delar ett kontor med andra
□ Nej

Del 3: INFORMATION

24. Har den nationella organisationen en hemsida?
□ Ja, http://www.
□ En adress men ingen aktiv hemsida
□ Nej

25. Vad finns det på hemsidan för den nationella organisationen? Du får ange flera alternativ.
□ Information om organisationen
□ Information om styrelsen (personer)
□ Information om styrelsens verksamhet
□ Information om interna möten etc
□ Extern information (länkar, om externa möten, etc)
□ Information från medlemmar (egna lokalwebsidor, samt från ”kommittéer”)
□ Feedbackmöjligheter till styrelsen
□ Feedbackmöjligheter till personalen
□ Organisationsdokument (vilka?)
□ Intranät 
□ Annat, nämligen 
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26.Är all information på hemsidan öppen för alla? Du får ange flera alternativ.
□ Ja
□ Nej, det finns delar endast för medlemmar
□ Nej, det finns delar endast för styrelsen

27. Vem har uppgiften att utforma eller uppdatera webbsidor när det gäller struktur och design? 
(Du får ange flera alternativ).

□ Någon/några i styrelsen
□ Personalen
□ De lokala medlemmarna
□ Ingen
□ Någon annan, nämligen _________________________________________
□ Vet ej

28. Vem har uppgiften att utforma eller uppdatera webbsidor när det gäller innehåll? (Du får ange 
flera alternativ).

□ Någon/några i styrelsen
□ Personalen
□ De lokala medlemmarna
□ Ingen
□ Någon annan, nämligen _________________________________________
□ Vet ej

29. Vem har uppgiften att kommunicera med omvärlden (representera organisationen på möten, ha 
kontakt med media, ha kontakt med bidragsgivare mm)? Du får ange flera alternativ.

□ Någon/några i styrelsen
□ Personalen
□ De lokala medlemmarna
□ Ingen
□ Någon annan, nämligen _________________________________________
□ Vet ej

30. vilka sätt finns för styrelsen att kommunicera internt?

- styrelsemöten med hela styrelsen:
□ Aldrig
□ Mindre än 1 gång i månaden
□ Mellan 1 gång i månaden och 1 gång i veckan
□ 2 eller 3 gånger i veckan
□ Oftare än 3 gånger i veckan

- resurser för möten med någon/några i styrelsen:
□ ja
□ nej

- telefonmöten
□ ja
□ nej
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- E-postlista
□ Ja
□ nej

- Chat / msn / icq
□ ja
□ nej

- Virtuella diskussionsforum / intranät
□ ja
□ nej

- brevlådor för styrelsemedlemmar på kontor el dylikt
□ ja
□ nej

- andra sätt, nämligen ______________________________________________

31. Vilken slags information får medlemmarna från styrelsen? Du får ange flera alternativ.

□ Vidarebefordra information från andra organisationer, t ex inbjudan till seminarier eller andra aktiviteter
□ Information om aktiviteter som anordnas centralt
□ Vidarebefordra information från andra medlemmar eller medlemsgrupper
□ Information om styrelsebeslut
□ Annat, nämligen

32. Vad kontaktar medlemmarna styrelsen om? Du får ange flera alternativ.

□ Vidarebefordra information från andra organisationer, t ex inbjudan till seminarier eller andra aktiviteter
□ Synpunkter på styrelsens verksamhet
□ Förslag till beslut
□ Frågor om styrelsearbetet
□ Frågor om verksamheten
□ Information om medlemmars verksamhet
□ Feedback om information från styrelsen
□ Annat, nämligen ____________________________________________________
□ Inget

33. På vilket sätt får medlemmarna information från styrelsen?

- Möten med alla medlemmar
□ Färre än 1 gång om året
□ Oftare än 1 gång om året, men högst 1 gång i månaden
□ Oftare än 1 gång i månaden, men högst 1 gång i veckan
□ Oftare än 1 gång i veckan
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- Möten med någon/några medlemmar
□ Färre än 1 gång om året
□ Oftare än 1 gång om året, men högst 1 gång i månaden
□ Oftare än 1 gång i månaden, men högst 1 gång i veckan
□ Oftare än 1 gång i veckan

- Telefonsamtal
□ Färre än 1 gång om året
□ Oftare än 1 gång om året, men högst 1 gång i månaden
□ Oftare än 1 gång i månaden, men högst 1 gång i veckan
□ Oftare än 1 gång i veckan

- E-post
□ Färre än 1 gång om året
□ Oftare än 1 gång om året, men högst 1 gång i månaden
□ Oftare än 1 gång i månaden, men högst 1 gång i veckan
□ Oftare än 1 gång i veckan

- Virtuella diskussionsforum / intranät
□ Färre än 1 gång om året
□ Oftare än 1 gång om året, men högst 1 gång i månaden
□ Oftare än 1 gång i månaden, men högst 1 gång i veckan
□ Oftare än 1 gång i veckan

- Hemsida
□ Färre än 1 gång om året
□ Oftare än 1 gång om året, men högst 1 gång i månaden
□ Oftare än 1 gång i månaden, men högst 1 gång i veckan
□ Oftare än 1 gång i veckan

- Pappersutskick hem till medlemmarna
□ Färre än 1 gång om året
□ Oftare än 1 gång om året, men högst 1 gång i månaden
□ Oftare än 1 gång i månaden, men högst 1 gång i veckan
□ Oftare än 1 gång i veckan

- Brev eller lappar i organisationens lokal(er)
□ Färre än 1 gång om året
□ Oftare än 1 gång om året, men högst 1 gång i månaden
□ Oftare än 1 gång i månaden, men högst 1 gång i veckan
□ Oftare än 1 gång i veckan

- På annat sätt, nämligen _______________________________________________________
□ Färre än 1 gång om året
□ Oftare än 1 gång om året, men högst 1 gång i månaden
□ Oftare än 1 gång i månaden, men högst 1 gång i veckan
□ Oftare än 1 gång i veckan

34. Vilka (aktuella) organisationsdokument finns? Du får ange flera alternativ.

□ Styrelseprotokoll
□ Arbetsmaterial för verksamheten
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□ Utvärderingar av verksamheten 
□ Bidragsansökan 
□ Texter om organisationen för omvärlden (som pressmeddelanden, informationsbroschyrer eller texter på 

webbsidan)
□ Nyhetsbrev till medlemmar
□ Policydokument
□ Verksamhetsberättelse
□ Verksamhetsplan 
□ Visionsdokument
□ Resultatredovisning 
□ Stadgar
□ Andra, nämligen ______________________________________________________
□ Inga

35. Vem har uppgiften att skriva eller uppdatera interna organisationsdokument? Du får ange flera 
alternativ).

□ Någon/några i styrelsen
□ Personalen
□ De lokala medlemmarna
□ Ingen
□ Någon annan, nämligen _________________________________________
□ Vet ej

36. Vem har uppgiften att spara och organisera interna organisationsdokument? Du får ange flera 
alternativ).

□ Någon/några i styrelsen
□ Personalen
□ De lokala medlemmarna
□ Ingen
□ Någon annan, nämligen _________________________________________
□ Vet ej

TACK SÅ MYCKET FÖR DIN HJÄLP!

A 2.3. Mini-questionnaire to Board members in youth/peace organisations 
This questionnaire was created with some few questions from the first, full questionnaire to 
Board members and sent to the respondents who had not filled out the full questionnaire 
after repeated reminders. 
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MINI-ENKÄT: INFORMATION OCH KOMMUNIKATION I IDEELLA 
UNGDOMSORGANISATIONER

Tack så mycket att du tar dig tid att fylla ut MINI-enkäten! Frågorna är av typen 
”stängda frågor”, vilket betyder att du kryssar i ett eller flera förtryckta alternativ. Dina 
svar kommer att behandlas konfidentiellt: det kommer inte att framgå vem du är varken 
i min avhandling eller i andra texter som kan bygga på avhandlingen.

Om dig

1. Vilket år är du född?

19_ _

2. Vilket kön har du?

□ Man
□ Kvinna

3. I vilken organisation är du styrelsemedlem?

□ CISV
□ Fältbiologerna
□ Förbundet Vi Unga
□ iN
□ Internationella Arbetslag
□ Internationellt Kulturutbyte
□ Röda Korsets Ungdomsförbund
□ Rädda Barnens Ungdomsförbund
□ Sveriges Ungdomsråd
□ Streets – Youth for Justice
□ Svenska Ekodemiker
□ Ungdom mot Rasism
□ Ingen av dessa

4. Hur länge har du suttit i styrelsen?
□ Detta är mitt första år
□ Detta är mitt andra år 
□ Detta är mitt tredje år
□ Detta är mitt fjärde år eller mer

5. Vilken funktion har du i styrelsen? 

□ Ordförande
□ Vice ordförande
□ Sekreterare
□ Kassör
□ Ordinarie ledamot
□ Suppleant
□ Annan, nämligen ______________________________________
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Mål

6. Vilka av följande målsättningar upplever du att din organisation har? Du får ange flera 
alternativ.

□ Att medlemmarna lär sig att bli aktiva medborgare
□ Att på ett effektivt sätt arbeta med att genomföra projekt
□ Att vara känd som en proffsig organisation bland beslutsfattare
□ Att alla medlemmar kan vara med och skapa verksamheten så att den passar dem
□ Att organisationen har en demokratisk struktur
□ Att få fler medlemmar
□ En annan, nämligen _________________________________________________

7. Vilka av de följande tycker du är viktigast för att uppfylla organisationens mål på bästa sätt? Du 
får ange HÖGST TRE alternativ.

□ Att alla i organisationen får samma tillgång till information
□ Att medlemmarna får så mycket information som möjligt om verksamheten
□ Att kommunikationskanaler till medlemmarna är genomskinliga
□ Att alla viktiga organisationsdokument finns på ett centralt ställe
□ Att dokumentera verksamheten för att rapportera till bidragsgivare
□ Att dokumentera verksamheten så att medlemmar kan lära sig av erfarenheter
□ Att ha bra kontakter med (möjliga) bidragsgivare
□ Att ha en hemsida som är informativ för allmänheten
□ Att ha en hemsida som har möjlighet till interaktivitet för medlemmarna
□ Att alla medlemmar känner sig inkluderade
□ Att personalen har lätt tillgång till all information de behöver för att arbeta med verksamheten
□ Att styrelsemedlemmar har lätt tillgång till all information de behöver för att ta beslut
□ Att alla i styrelsen känner sig inkluderade

8. Vad tycker du är viktigast i en ny styrelse? (Du får endast ange ETT alternativ)

□ Att fortsätta föregående styrelsens arbete och planer
□ Att vara kreativ och skapa nytt

Brister i kommunikation och informationshantering

9. Tycker du att det fanns brister i hur du som ny styrelseledamot informerades om dina uppgifter?

□ Ja
□ Nej

10. Tycker du att det finns brister i hur kommunikationen mellan styrelsemedlemmar fungerar?

□ Ja
□ Nej
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11. Tycker du att det finns brister i hur kommunikationen mellan styrelsen och medlemmar 
fungerar?

□ Ja
□ Nej

12. Tycker du att det finns brister i hur organisationsdokument sparas och organiseras?

□ Ja
□ Nej

Här finns plats för kommentarer:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________

TACK SÅ MYCKET FÖR DIN HJÄLP!!!
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Appendix 3. Information activity systems in YOUTH FOR 
PEACE

The six information activity systems found in the case study, with the aspects, objects 
and outcomes that were found to be dominant in each, are summarised below in the 
form of activity system models. 
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Illustration 14: The activity system of environmental scanning in YOUTH FOR PEACE.
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Illustration 15: The activity system of information seeking in YOUTH FOR PEACE.
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Illustration 16: The activity system of storing information in YOUTH FOR PEACE.
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Illustration 17: The activity system of creating information products in YOUTH FOR PEACE.
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Illustration 18: The activity system of disseminating information to the environment in YOUTH FOR 
PEACE.
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Illustration 19: The activity system of sharing information within YOUTH FOR PEACE.
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