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ABSTRACT 

MICHELLE BROOKS GARBER 
SOCIAL MEDIA POLICY ON CAMPUS: A CASE STUDY OF THE 
DEVELOPMENT AND IMPLEMENTATION OF A SOCIAL MEDIA POLICY 
FOR UNIVERSITY ADMINISTRATORS, FACULTY, AND STAFF 
Under the direction of EDWARD L. BOUIE, JR., Ed.D. 

This single-site qualitative study sought to address the challenges associated with 

the growing use of social media by university administrators, faculty, and staff (Wandel, 

2007) through a case study analysis of a university with a social media policy for 

university employees. The study describes the development and implementation of a 

university social media policy for staff, faculty, and administrators and incorporates data 

the researcher gathered from Sophia University's websites and documents, as well as 

interviews and focus groups with Sophia University faculty, staff, and administrators. 

Two main research questions guided the study, each with its own sub-questions: 

(1) How did Sophia University develop a social media policy governing social 

networking practices? 

(a) What was the context for developing a social media policy at Sophia 

University? 

(b) What role did the staff, faculty, and administrators play in developing 

and implementing the social media policy at Sophia University? 

(c) What are the key components in Sophia University's social media 

policy? 
x 



(d) What were the primary concerns and goals of the social media policy 

developers at Sophia University? 

(2) How has the social media policy been implemented at Sophia University? 

(a) Have the intended outcomes of the social media policy at Sophia 

University been achieved? 

(b) How have employees at Sophia University interpreted and experienced 

their social media policy? 

The researcher conducted four semi-structured, open-ended interviews and two 

focus groups sessions with key staff, faculty, and administrators in order to explore each 

perspective and to obtain recollections of how and why the social media policy was 

developed and implemented, as well as its impact on employees and students. The 

researcher based the findings for this study on data organized into 34 minor themes, each 

of which appeared in at least four of the six transcripts. The minor themes were then 

assigned to one of four major themes: (a) "Risk and Control with Social Media," (b) 

"Goals and Means for Social Media," (c) "Content and Platforms for Social Media," and 

(d) "Process and Implementation of the Social Media Policy. 

xi 



CHAPTER 1 

INTRODUCTION TO THE STUDY 

Social networking sites (SNSs) (boyd & Ellison, 2007) have introduced new 

opportunities for interaction and connectivity, while also creating new dilemmas in terms 

of personal and professional privacy (Foulger, Ewbank, Kay, Popp, & Carter, 2009; 

Hosek & Thompson, 2009; Lehavot, Barnett, & Powers, 2010; Taylor, McMinn, Bufford, 

& Chang, 2010; Wandel, 2009). While much of the current research pertains to student 

involvement on social networking sites (Andrews, 2004; Cain, 2008; Cain, Scott, & 

Akers, 2009; Child, Pearson, & Petronio, 2009; Crofchick, 2009; Ferguson, 2010; 

Foulger et al , 2009; Gangadharbatla, 2009; Kist, 2008; Lehavot et al., 2010; Levin & 

Abril, 2009; Pysz, 2008; Roblyer, McDaniel, Webb, Herman, & Witty, 2010; Silverman, 

2007; Taylor et al., 2010), a growing number of university faculty and staff are 

participating on sites such as Facebook, MySpace, and Twitter (Wandel, 2009). In a 

2006 correspondence with a Facebook representative, Mazer, Murphy, and Simonds 

(2007) learned that nearly 300,000 Facebook members self-identified as college faculty 

or staff. Participation on social networking sites by administrators, faculty, and staff has 

significant ethical and policy implications for colleges and universities in terms of legal 

responsibility, freedom of speech, professional ethics, and regulations (McBride, 2009; 

Wandel, 2007; 2009). 

1 
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Background of the Problem 

Use of social media by university employees continues to grow as administrators, 

staff, and faculty seek creative methods for recruiting prospective students and 

connecting with current students, parents, alumni, and other stakeholders in the university 

(Wandel, 2007; 2009). As AMP Associated Marketing Partners, Inc. state in a 2010 

social media survey report, 

The implementation of social networking tools into the way campuses and their 
departments 'do business' and manage their student relationships is in its infancy. 
Guidance and information, as more and more campuses look to implement social 
networking strategies, is going to be a 'hot commodity' in the years ahead, (p. 11) 

Facebook, one of the most popular online social networking sites, (Mazer, 

Murphy, & Simonds, 2009) published a factsheet in 2010 boasting over 500 million 

active users. A review of Facebook's factsheet will provide a sense of the scope of this 

utility: 

• Over 50% of active users log on to the site on any given day. 
• Users spend over 700 billion minutes per month on Facebook. 
• There are over 900 million objects that people interact with (pages, groups, events 

and community pages) [on Facebook]. 
• [The] average user is connected to 80 community pages, groups, and events. 
• [The] average user creates 90 pieces of content each month. 
• More than 30 billion pieces of content (web links, news stories, blog posts, notes, 

photo albums, etc.) [are] shared each month. (Facebook Statistics. Retrieved from 
http://www.facebook.com/press/info.php7statistics on October 20, 2010) 

Facebook recognizes and promotes its utility for educational purposes, partnering 

with the National Parent Teacher Association (PTA) and creating a page devoted to 

educational use—Facebook in Education. Facebook in Education provided guidelines, 

tips, best practices, and other resources for educators regarding safety and abuse, as well 

as establishing a professional Facebook presence. Facebook, however, is but one of the 

http://www.facebook.com/press/info.php7statistics
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many social media sites in use by university employees. Twitter, YouTube, Linkedin, and 

MySpace are also popular online social networking sites (AMP Associated Marketing 

Partners, Inc., 2010; Wandel, 2007) and provide different methods for recruitment and 

retention, advertising and marketing, fundraising and networking, and personal use by 

university administrators, faculty, and staff (Wandel, 2007; 2009). 

According to a 2010 PEW Internet & American Life Project survey (Madden, 

2010), social networking use is increasing across all adult age groups, but the greatest 

increase was seen in the older adults' category. Online social networking use among 

Internet-users ages 18 to 29 increased 13% from 2009 to 2010, with 86% of Internet users 

ages 18 to 29 now participating in online social networking sites, making them the largest 

group of social networking users. Internet users in the 30-49 years old category also 

increased their social media use, the percentage increasing from 48% to 61% during the 

same time period, while users in the 50-64 age category nearly doubled (from 25% to 

47%). Social media participants in the category aged 65 or older actually doubled (from 

13% to 26%) (Madden, 2010). Such an increase in social networking involvement, across 

age categories, provides significant opportunities for engaging students and other 

stakeholders, while also introducing potential conflicts and harmful consequences 

(Roblyer et al., 2010; Wandel, 2009). 

Privacy and safety concerns were two of the leading issues cited in a list of 

administrator and faculty perceived concerns related to online social networking use in 

higher education (Wandel, 2007; 2008; 2009). Liability issues involving drug and alcohol 

use, legal responsibility, freedom of speech, challenges in regulating posted information, 
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campus social disruption, and adequate student access to computers were additional 

concerns listed in the study results (Wandel, 2007; 2008; 2009). 

Statement of the Problem 

The creation and development of online social networking sites, and their use 

within the higher education community, has created new problems for colleges and 

universities (Wandel, 2007; 2008; 2009) that have led some higher education institutions 

to develop and implement social media policies (Oppenhuizen, 2008; Wandel, 2008; 

2009). Many colleges and universities, however, are still lacking social networking rules 

or policies (AMP Associated Marketing Partners, Inc., 2010) and for those institutions 

that have established polices, little research has been conducted regarding their 

development and implementation. Stated more fully, the problem is that the increased use 

of social networking sites (SNSs) (boyd & Ellison, 2007; Wandel, 2009) by college and 

university employees has raised concerns for administrators, faculty, and staff over legal, 

safety, and ethical issues. These issues include privacy and self-disclosure (Luo, 2009; 

Taylor et al., 2010); freedom of speech; personal safety; violations of the code of 

conduct; and duty of care (Pysz, 2008; Silverman, 2007; Wandel, 2007; 2008; 2009). 

These issues affect the university's mission, the employees' ability to perform that 

mission (Maranto & Barton, 2010) and the type of policies that contribute to effectively 

pursuing the mission of the institution (Oppenhuizen, 2008; Wandel, 2008; 2009). 

Research Questions 

A qualitative case study approach was used to explore how one university 

initiated, developed, and implemented a social media policy regulating use of online 
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social networking sites by administrators, faculty, and staff; the researcher also analyzed 

the university's actual social media policy. The research questions were answered using 

document analysis, focus groups, and personal interviews. 

(1) How did Sophia University develop a social media policy governing social 

networking practices? 

(a) What was the context for developing a social media policy at Sophia 

State University? 

(b) What role did the staff, faculty, and administrators play in developing 

and implementing the social media policy at Sophia University? 

(c) What are the key components in Sophia University's social media 

policy? 

(d) What were the primary concerns and goals of the social media policy 

developers at Sophia University? 

(2) How has the social media policy been implemented at Sophia University? 

(a) Have the intended outcomes of the social media policy at Sophia 

University been achieved? 

(b) How have employees at Sophia University interpreted and experienced 

their social media policy? 

Theoretical Framework 

This study applied Petronio's (2002) Communication Privacy Management 

(CPM) theory to the findings, examining how and when people make decisions regarding 

privacy and disclosure. CPM theory was used to understand how privacy boundaries and 
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privacy regulations are created, which then aided in understanding how and why 

regulating social media use may benefit universities. Understanding the nature of 

interpersonal privacy, coordinating boundary regulation, and levels of communication, 

provided insight into negotiating how, when, where, and why people disclose information 

and manage privacy boundaries (Petronio, 2002). 

Petronio (2002) describes Communication Privacy Management (CPM) Theory 

using metaphorical language, likening CPM theory to 

.. .a map that presumes private disclosures are dialectical, that people make 
choices about revealing or concealing based on criteria and conditions they 
perceive as salient, and that individuals fundamentally believe they have a right to 
own and regulate access to their private information, (p. 2) 

CPM theory's focus on communication, choices, criteria, and access (Petronio, 2002) 

provides insight into creating and implementing policies regulating social media use by 

university employees. Understanding how, why, and under what circumstances 

individuals choose to disclose information assists administrators in implementing 

effective strategies, guidelines, policies, and training for university employees. 

CPM theory is particularly helpful when considering social media because it 

examines the communication process and the flow of information, thus taking into 

account how information is negotiated not only between individuals, but also collectively 

among groups. CPM theory recognizes both private and collective boundaries, describing 

the need for coordination in managing the flow of information and the permeability of 

boundaries. Collective boundaries would refer to systems or groups, such as in a 

university setting (Petronio, 2002). 
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Communication Privacy Theory (Petronio, 2002) may be better understood by 

examining its theoretical suppositions and rule management processes. Chapter 2 more 

fully explores CPM theory's theoretical suppositions: private information, privacy 

boundaries, control and ownership, rule-based management system, and privacy 

management dialectics. Chapter 2 also includes an examination of important concepts 

such as what Petronio (2002) terms "lines of ownership" and managing, either 

individually or collectively, the rules of permeability of such boundaries, the process and 

criteria for the development of privacy rules organizational privacy, and boundary 

turbulence. Applications of CPM theory in research studies are more fully explored in 

Chapter 2. 

Significance of the Study 

A university policy regulating employee use of online social networking sites is 

an important aspect in determining the issues, implications, and involvement of 

universities on social media sites (Wandel, 2008; 2009). While official university social 

media policies are increasing (Oppenhuizen, 2008; Wandel, 2008; 2009), many colleges 

and universities are lacking social networking rules or policies (AMP Associated 

Marketing Partners, Inc., 2010) and little research has been conducted regarding their 

development and implementation. The creation and implementation of policies and codes 

of conduct, as well as an integrated infrastructure to support such policies, is important to 

the development of ethical behavior and the health of the institution (Kelley & Chang, 

2007). 
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This exploratory study provides administrators with an example of a current 

social media policy, as well as a framework for understanding key themes, ideas, and 

issues related to developing and implementing policies regulating use of social 

networking sites. University leaders concerned with liability and ethical issues regarding 

social media use will be able to draw from the results of this study to begin developing 

and implementing social networking site policies in their individual colleges and 

universities. As universities encounter conflicts with legal, safety, and ethical issues 

surrounding use of social media, establishing policies that regulate social media use may 

provide one means for addressing the conflicts and potential liabilities (AMP Associated 

Marketing Partners, Inc., 2010; Wandel, 2009). 

Procedures 

The researcher used qualitative methodology to conduct an intensive, case-study 

analysis using document analysis, interviews, and focus groups with administrators, 

faculty, and staff at a university with an established social media policy in the United 

States. Multiple sources of evidence and description were used to achieve validity and 

reliability (Patton, 2002). 

The case site was chosen with the purpose of maximizing what can be learned 

about social media policy development and implementation (Stake, 1995), requiring a 

site that was complex, diverse, and accessible. The site was required to be "information 

rich" (Patton, 2002, p. 40) and capable of providing useful insight into social media 

policy for higher education employees. In determining the case, the site must therefore 

have met a set of criteria. The university to be studied must have (a) been based in the 
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United States, (b) been classified as a four-year, not-for-profit, research university 

according to the Carnegie classification system, (c) developed and implemented a social 

media policy for employees, (d) appeared on at least two formal or informal online 

compilations of social media policies in higher education, (e) created a webpage devoted 

to social media policy and guidelines, and (f) been willing to participate in this research 

study. 

A description of the university, its context, history, and the social media policy 

are provided in Chapter 3. The researcher's subjectivity statement and information on 

data collection, selection of participants, preparations for site visits, interview questions, 

and data analysis are also provided in Chapter 3 of this dissertation. 

All Institutional Review Board policies and procedures were followed and 

participation was confidential and voluntary. Interviews were semi-structured and 

followed similar formats and time allotments, occurring in similar settings and using the 

same medium of communication. Interviews were recorded, transcribed, and member-

checked. The researcher analyzed the interviews and identified salient themes. 

Limitations and Delimitations 

The study was limited by the level and type of participation of the faculty, staff, 

and administrators during the study. The willingness and availability of personnel to 

participate, as well as the amount of time and material they shared with the researcher, 

limited the scope and depth of the study. Access to committee members, leaders, and 

other key personnel also helped to determine the richness of the data collected. 
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A majority of the collected data was either self-reported or obtained through 

interviews and focus groups, relying on the honesty, perceptions, and accurate 

recollections of the participants in the study. Therefore, the study was potentially affected 

by researcher bias and participants' subjectivity. To reduce both researcher and 

participant bias, participants were encouraged to review transcripts of their interviews 

and suggest any changes or corrections to allow for a more accurate reflection and 

interpretation of the data. 

Another potential limitation was related to differences in interview setting and 

methods. To reduce limitations related to setting and methods, all semi-structured 

interviews were conducted in similar settings and followed the same procedures and 

methods. 

The study was delimited by the selection of colleges and universities that met the 

following criteria: (a) were based in the United States, (b) were classified as a four-year, 

not-for-profit, college or university according to the Carnegie classification system, (c) 

had developed and implemented a social media policy for employees, (d) appeared on at 

least two formal or informal online compilations of social media policies in higher 

education, (e) maintained a webpage devoted to social media policy and guidelines, and 

(f) were willing to participate in this research study. Such designations limited the 

population and the applicability of the results. 

Definitions of Terms 

SNS refers to social networking sites such as Facebook, MySpace, and Twitter and 

have been defined "as web-based services that allow individuals to (1) construct a public 
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or semi-public profile within a bounded system, (2) articulate a list of other users with 

whom they share a connection, and (3) view and traverse their list of connections and 

those made by others within the system" (boyd & Ellison, 2007, para. 4). Kaplan and 

Haenlein (2010) have defined the term social media, encompassing Internet sites such as 

Facebook, MySpace, Twitter, Linkedln, YouTube, and SecondLife, as 

.. ..a group of Internet-based applications that build on the ideological and 
technological foundations of Web 2.0, and that allow the creation and exchange of 
User Generated Content.. .[and] there is no systematic way in which different 
Social Media applications can be categorized, (p. 61) 

Finally, the term self-disclosure refers to the act of an individual choosing to share 

personal or private information about themselves with another person or group of people 

(Petronio, 2002). 

Summary 

This chapter introduced the ethical and legal concerns associated with the 

increasing use of online social networking sites by university faculty and staff, as well as 

the dilemmas, conflicts, and potential liabilities associated with online social networking. 

The background of the problem was outlined in terms of increased use of social media by 

all adult Internet users and stated concerns of university administrators and faculty 

regarding social media use. Statistical evidence supporting an assertion of widespread use 

of social media was presented and depicted an increased use of social networking sites 

across all age categories of adult Internet users. Stated concerns of university employees 

included privacy and safety, liability issues involving drug and alcohol use, legal 

responsibility, freedom of speech, challenges in regulating posted information, campus 

social disruption, and adequate student access to computers (Wandel, 2008). 
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Petronio's Communication Privacy Management (CPM) theory (2002) was 

introduced as the theoretical framework for exploring and understanding how and when 

people make decisions regarding privacy and disclosure. Knowledge of privacy 

boundaries and privacy regulations will aid in explaining how and why regulating social 

media use may benefit universities. 

Results from this study will provide a framework for university administrators at 

other institutions of higher education to use in developing their own policies regulating 

social media use. This study provides administrators with an example an existing social 

media policy, as well as implementation descriptions. Relevant literature on issues and 

concerns pertaining to social media will be presented in Chapter 2 of the study. 

A qualitative, case study approach was used to answer the guiding research 

questions. Methodology included document analysis, interviews, and focus groups at a 

university with an established social media policy in the United States. The university 

was selected based upon criteria determined through a review of literature. 

Definitions of terminology used in the study were presented, including the 

abbreviation SNS, referring to social networking sites, the term social media, 

encompassing Internet sites such as Facebook, MySpace, Twitter, Linkedln, YouTube, 

and SecondLife, and the term self-disclosure. The next chapter will provide an historical 

overview of the development and impact of social media in general; the particular effect 

of social networking sites on campus culture and institutions of higher education; relevant 

studies pertaining to social networking sites and university employees; concerns and 

issues regarding social media use in higher education, including major ethical and legal 
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issues pertaining to social networking use; applications of the theoretical framework, 

Communication Privacy Management theory (CPM theory); and a discussion of issues 

pertaining to the development and implementation of policies. 



CHAPTER 2 

REVIEW OF RELATED LITERATURE 

In a 2007 memo from the Ohio Education Association, teachers were urged to 

avoid participating on social media sites such as Facebook, and to deactivate accounts if 

they were already members, because the costs of social networking site use outweighed 

the benefits (Maranto & Barton, 2010). Early in 2010, a sociology professor employed at 

East Stroudsburg University in Pennsylvania was suspended due to her personal 

comments on Facebook. University officials stated that her Facebook comments "posed a 

threat" and referenced an incident earlier that month that occurred at the University of 

Alabama-Huntsville in which a professor, Amy Butler, shot and killed three people 

(Berrett, 2010). These are just two examples of both the perceived and real dangers social 

media use presents employees in education. Yet, social networking use by university 

administrators, faculty, and staff continues to grow and offers real benefits to higher 

education institutions (Ferguson, 2010; Silverman, 2007; Wandel, 2007; Wandel, 2008). 

A survey by Maguire Associates (Prabhu, 2010) noted that 77% of enrollment 

officers use social networking sites for recruitment of undergraduate students. In an 

interview with Brian Shulman, the dean of the School of Health and Medical Sciences at 

Seton Hall University, Prabhu reports, "The School of Health and Medical Sciences has 

been advancing the branding and reputation of our graduate education degree programs in 

the health sciences and post-medical school residency and fellowships programs we 

offer," he said. "Our application pool for fall 2010 alone has increased over 55 percent 

14 



from last year which, in part, is due to efforts focused on media relations and social 

networking opportunities" (2010, para. 4). Mr. Shulman's remarks demonstrate just one 

of the many ways social media sites are being employed by university administrators, 

staff, and faculty and how colleges and universities are benefitting from social 

networking sites use. 

As this study seeks to analyze the development and implementation of a social 

media policy in higher education, an overview of the variables and problems affecting 

social media use in higher education, as well as the relevant studies cited in a review of 

the literature, will provide a strong foundation for understanding the complexity of issues 

surrounding online social networking and higher education. This chapter will provide a 

broad overview and historical perspective of the development and impact of social media 

in general, as well as the particular affect of social networking sites on campus culture 

and institutions of higher education. Next, relevant studies pertaining to social 

networking sites and university employees, including why such sites are important in a 

university setting, will be discussed. 

The third section of this chapter will review the concerns and issues regarding 

social media use in higher education, examining major ethical and legal issues, and 

debates pertaining to social networking use by university employees and introducing 

concepts of professional identity and professional ethics. Subsections will explore 

specific issues such as privacy and self-disclosure, professional identity and ethics, legal 

responsibility and duty of care, freedom of speech, safety, and conduct. 
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Finally, applications of the theoretical framework for this study, Communication 

Privacy Management theory (CPM theory) by Petronio, will be introduced and explored. 

The chapter will conclude with a discussion of issues pertaining to the development and 

implementation of policies, particularly on a university campus. 

Technology and Social Media 

In order to understand the impact of social networking sites on university 

employees, one should first have a broad overview of the development and impact of 

social media in general, as well as the particular effect of social networking sites on 

campus culture and institutions of higher education. The popularity of the social media 

site Facebook is illustrated in the impact, reach, and cultural significance of social 

networking sites on campus culture (Green & Bailey, 2010). Facebook, developed in 

2004 for student interaction but now open to all online users ages 13 and older (Nosko, 

Wood, & Molema, 2009; Strater & Lipford, 2008), became the fifth most frequently 

visited Internet site overall and the number one most popular Internet site on college 

campuses in 2009 (Martinez Aleman & Wartman, 2009), claiming more than a 85% 

market share of four-year college and university users in the United States (Wandel, 

2009). 

Classmates and SixDegrees, social media sites recognized as the first of the online 

social networking sites (boyd & Ellison, 2007; Martinez Aleman & Wartman, 2009), 

launched their networks in 1995 and 1997, respectively. These sites drew upon theories 

of social network and analysis, bounded systems, and social circles network models, 

linking individuals with other people based on shared connections (Martinez Aleman & 
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Wartman, 2009). The social networking site Facebook built upon its forerunners efforts 

and created a virtual and massively expanded version of the traditional paper facebook 

directory, once used by colleges and universities to provide students and employees with 

the photographs and contact information of each person on campus (boyd & Ellison, 

2007; Martinez Aleman & Wartman, 2009). 

Online social network sites, such as Facebook, require users to create a personal 

profile and complete an inventory or series of questions about their interests, background, 

and other descriptive information (boyd & Ellison, 2007). Maranto and Barton (2010) 

describe this as, ".. .privileging] a discourse based on the construction and representation 

of an identity" (p. 36). Users form relationships with or "friend" others in the network 

(boyd & Ellison, 2007). The public nature of profiles will vary greatly. According to 

boyd and Ellison, "The visibility of a profile varies by site and according to user 

discretion" (2007, para. 8). Profiles allow users to express their identity (Martinez 

Aleman & Wartman, 2009; Strater & Lipford, 2008) through sharing their contact 

information, interests, activities, photographs, associations, relationships, and other 

information about themselves online. Users on the same social networking site, with the 

necessary permissions, may comment or post on individual profiles. Users may also 

block or limit access to their profiles (Martinez Aleman & Wartman, 2009); however, 

many users often underestimate the accessibility and public nature of their profiles and 

personal information (Strater & Lipford, 2008). On social networking sites, the format 

focuses on individual profiles and their relationships with other individuals and groups, 

visually depicting a network of friends and relationships (Gangadharbatla, 2009). In 
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sharing such a large amount of personal information, however, users also face potentially 

negative consequences and increased opportunities for embarrassment, harassment, 

identity theft, cyber-stalking and other online forms of personal attacks (Strater & 

Lipford, 2008), as well as by associations with potentially stigmatizing groups or 

categories of information (Nosko et al., 2009). 

Developments in technology and the growth of social media also offer new 

opportunities for communication and community development in institutions of higher 

education (Wandel, 2007). Social networking sites like Facebook offer opportunities for 

both individuals and organizations to create social capital (Ellison, Steinfield, & Lampe, 

2007; Strater & Lipford, 2008) and connectivity (Wandel, 2009) through the cultivation 

of relationships and social support (Gangadharbatla, 2009; Waters, Burnett, Lamm, & 

Lucas, 2009). Organizations, in particular, can benefit from social media through 

advertising, marketing, and branding (Asur & Huberman, 2010; Gangadharbatla, 2009) 

by posting announcements, events, photographs, and multimedia files; answering 

questions about their organization and providing links to fundraising; interacting with 

stakeholders; and posting links to press releases and news items about their organization 

(Waters et al., 2009). Organizations, however, must also recognize an increasing loss of 

control regarding how their institution is portrayed and discussed in online communities 

(Kaplan & Haenlein, 2010). 

A wide range of college and university departments are incorporating social 

media into their daily activities, including library services, academic and student life 

departments, admissions, alumni and university relations, information technology, public 
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relations, and athletics (AMP Associated Marketing Partners, Inc., 2010). Study groups, 

academic program groups, clubs and organizations, and instructional purposes are just a 

few of the possible uses for social networking (Green & Bailey, 2010). Student affairs 

departments are using social networking sites to assist students in transitioning to college 

life (Martinez Aleman & Wartman, 2009), while alumni relations may use social media 

to connect with alumni and offer support in terms of job placement, internships, and other 

networking opportunities (Ellison et al., 2007). San Francisco State University suggested 

incoming students use Facebook profiles to choose roommates (Martinez Aleman & 

Wartman, 2009), while official student groups, residence halls, and other student 

communities use social networking sites to recruit, network, promote their organizations, 

and facilitate community (Martinez Aleman & Wartman, 2009). Campus administrators, 

however, also struggle with understanding their role in monitoring student behavior and 

helping students understand the concerns and risks associated with social media use, 

including such topics as harassment and professionalism (Martinez Aleman & Wartman, 

2009). This is particularly challenging given how, "research has shown that 

communications on the Internet are less inhibited than public communications, that is, 

individuals will say or do things on the Internet that they would not ordinarily do in real 

life" (Karl & Peluchette, 2009, p. 212). This inhibition, coupled with the public nature of 

social networking sites, as well as a very fluid sense of control and ownership of 

information, creates an environment that challenges the definition of privacy and raises 

concern over what Martinez Aleman and Wartman refer to as voyeurism and impression 

management (2009). The nature of social networking, with its access to private profiles 
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and the blurring of boundaries between what is traditionally considered public and 

private, has also raised concerns over improper relationships, or at least the appearance of 

improper relationships, among all levels of education (Maranto & Barton, 2010). Yet, 

social networking sites have also been acknowledged as a context for "extending and 

facilitating classroom discourse" (Maranto & Barton, 2010, p. 39). Managing both the 

content of and access to one's public social media profile is an important aspect of social 

networking use (Martinez Aleman & Wartman, 2009). How such content and 

accessibility specifically affects university personnel will be explored in the next section. 

Social Networking Sites and Institutions 

Social networking sites are an important aspect of campus culture, which is a 

hybrid of real life face-to-face encounters and the experiences and interactions in the 

online environment (Martinez Aleman & Wartman; 2009). The hybridization of campus 

culture presents administrators and students with unique opportunities. Wandel (2008) 

states, 

Online social networking sites may become one of the most effective ways to 
engage today's students and to strengthen their bonds to the university in a way 
that improves enrollment, increases retention, and establishes the foundation for 
strong and committed alumni relations, (p. 45) 

In a 2009 newspaper article, Walker reported about a Kaplan Test Prep and Admissions 

survey of admissions officers at 401 colleges. Of the officers surveyed, 71% admitted 

that either they or a colleague had received a "friend" request from a student on Facebook 

or MySpace. Facebook and other social media are in great use by college Admissions 

offices, but there are concerns regarding privacy and appropriate relations, especially 

between administrators and students. Officials, however, see Facebook as contributing to 
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promotion of the college and the creation of community on and off campus (Walker, 

2009; Wandel, 2009). As Wandel (2009) states, "Higher education institutions are 

beginning to recognize that reputation, campus culture, and even enrollment figures may 

be impacted by online social networking" (p. 190). 

Information regarding campus emergencies, as well as other events and news, can 

be conveyed rapidly using online social media sites. Alumni Affairs departments are 

using Facebook, with great success, to gather data, connect with alumni, advertize events, 

reunions, and fundraising efforts, as well as providing companies and individuals with 

opportunities for networking and recruiting for employment (Martinez Aleman & 

Wartman, 2009). In a 2009 study by Crofchick, the researcher examined the use of social 

networking sites by Housing and Residence Life Departments using an online survey. 

Fourteen housing directors and their staffs at Pennsylvania colleges participated, 

generating 115 responses. Over 80% of the respondents identified themselves as 

moderately to extremely knowledgeable in using social networking sites and used such 

sites to advertize campus events, promote programs, share announcements, and monitor 

student behavior, including illegal behavior (Crofchick, 2009). 

Martinez Aleman and Wartman (2009) describe the creation of proactive campus 

threat assessment groups to watch for signs of distress on student social media profiles in 

order to prevent tragedies and provide students with the appropriate support. Student 

perceptions, however, may be ambivalent or even hostile to administrators' participation 

on Facebook due to fears of misuse of authority, feeling under surveillance, and 

regarding administrators' participation as an invasion of student space (Martinez Aleman 
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& Wartman, 2009; Wandel, 2009). Impression management and an understanding of 

boundaries, while applicable to all social networking site users, is particularly important 

for faculty, staff, and administrators whose status, authority, and position create unique 

dilemmas in terms of managing their online persona (Martinez Aleman & Wartman, 

2009). These dilemmas will be explored more fully in the next section in terms of 

understanding the risks to professional identity, credibility, and professional ethics. 

Concerns and Issues 

While social networking sites offer important and valuable benefits to the campus 

community, particularly in terms of recruitment and retention (Wandel, 2009), there are 

major ethical and legal issues pertaining to social networking use by university 

employees that must be considered, including concepts of professional identity, 

credibility, and ethics. While an increasing number of faculty, staff, and administrators 

are using social media (Mazer, Murphy, & Simonds, 2009), "many faculty and 

administrators are intimidated by online social networking sites and are unsure of how, if 

at all, to access and utilize groups and sites" (Wandel, 2009, p. 207). Their concerns are 

well founded, but the issues surrounding social media transcend a simple deficiency in 

computer skills; understanding what is appropriate is critical (Wandel, 2009). This 

section will explore the legal and safety concerns of higher education institutions as 

exhibited in issues such as privacy and self-disclosure, legal responsibility and duty of 

care, freedom of speech, safety, and conduct. 

Professional Identity, Credibility, and Professional Ethics 

Negotiating relationships, navigating social norms, and maintaining professional 

ethics are important skills for faculty, staff, and administrators to master in online social 
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networking use. Whether a graduate assistant or a university president, it is critical that 

one maintain an awareness of the power disparities and nature of one's relationships, 

particularly with students (Martinez Aleman & Wartman, 2009; Young, 2009). The 

information, photos, and comments posted on individual profiles and groups pages can 

have professional implications (Taylor, McMinn, Bufford, & Chang, 2010; Wandel, 

2009, Young, 2009). Mazer, Murphy, and Simonds (2007) discuss the potential hazards 

and benefits of using the uncontrolled environment of social media to connect teachers 

with students. While social networking could have positive effects such as increasing 

community, nurturing relationships, and demonstrating teachers' awareness of student 

culture, it could also potentially damage credibility if teachers' activities, photographs, 

postings, comments, affiliations, and other virtual information contravene students' 

standards for instructor behaviors (Mazer et al., 2007; 2009; McBride, 2009). 

In their study, Mazer and associates (2007) examined 133 undergraduate students' 

perceptions of the appropriateness of teachers' Facebook use, as well as the students' 

anticipation of their own motivational level, the potential for a positive classroom 

climate, and the possibility of affective learning based on the students' viewings of 

teachers' personal Facebook sites. A range of personal Facebook sites was shown, 

representing teachers with high, medium, and low self-disclosure. Self-disclosure refers 

to the act to the act of an individual choosing to share personal or private information 

about themselves with another person or group of people (Petronio, 2002). Results of the 

study (Mazer et al., 2007) showed that the students who viewed the Facebook profile of a 

teacher with high self-disclosure anticipated higher levels of motivation, higher levels of 
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affective learning, and a more positive classroom environment than the students who 

viewed the Facebook profile of a teacher with low self-disclosure. The amount of teacher 

self-disclosure (high, medium, or low), however, did not affect students' perceptions of 

appropriateness of teachers' Facebook use, though teachers with high and medium self-

disclosure garnered more positive comments than teachers with low self-disclosure. 

Positive comments from students emphasized the teachers' strengths, while negative 

comments focused on teachers' lack of professionalism. 

Such results illustrate the balance professionals in education must maintain when 

using social media and the tension between professional and private worlds (Taylor et al., 

2010). Mazer and colleagues identified three key themes in their study results: 

"professionalism, desire to learn more about the teacher, and fear of potential negative 

treatment from teachers" (2007, p. 12). Student comments urged both caution and careful 

attention to professionalism when posting and sharing information on Facebook. Students 

were concerned about maintaining their own privacy and being perceived in a negative 

way by their professor. These findings characterize the complicated relationship higher 

education has with social media (Mazer et al., 2007). Additional complications, including 

safety concerns, with social media may be viewed through a legal perspective. 

Legal and Safety Concerns 

Pysz conducted a study of administrators' perspectives in a national study in 2008 

at four-year, public institutions. In a survey of student affairs administrators' perceptions 

of twelve legal and safety issues related to students' use of Facebook, Pysz identified five 

major problems: academic dishonesty, sexual assault, identity theft, cyber-harassment, 



and roommate issues (Pysz, 2008). A survey by Wandel (2007) of over 1,000 higher 

education administrators also identified privacy issues and student safety as the top 

concerns, as well as liability issues, legal responsibility, freedom of speech issues, 

difficulty in regulating postings, social disruption, and access issues regarding computers 

and technology. Students were also asked to view profiles of other students, both fellow 

participants and researcher-created control group profiles. 

Strater and Lipford (2008) surveyed, observed, and interviewed eighteen 

undergraduate students regarding their privacy settings and boundary management 

strategies on Facebook. Researchers analyzed students' privacy setting, disclosure rates, 

social interactions, interview transcripts, and impressions of other profiles. Using 

grounded theory, researchers identified salient themes, categories, and patterns of 

behavior, including: "users primarily join social networking sites to strengthen their 

relationships, .. .engage with other users through features of the site, .. .maintain large 

social networks and disclose high levels of personal information, .. .and underutilize the 

extensive privacy options...." (p. 113). Both personal choice and the features of the social 

media site governed user's privacy strategies and users would either limit the information 

they disclosed or restrict their privacy settings on the social media site itself, often with 

what the researchers termed an "all-or-nothing" approach, with the settings and/or 

disclosure extremely restricted or very open. Settings were also rarely altered or re

examined after being initially established by the user. Researchers stated that user 

disclosure was influenced by time spent interacting on social media, safety, 



appropriateness, social acceptability, and experience with negative or intrusive events 

(Strater & Lipford, 2008). 

Concerns with privacy and safety are not limited to students. A 2010 survey of 73 

college and university strategic leaders and technology professionals, conducted by AMP 

Associated Marketing Partners, Inc. on behalf of the Association for Information 

Communications Technology Professionals in Higher Education (ACUTA), identified 

student recruitment as one of the top uses of social networking by university and college 

employees. Other top reasons included sharing information with friends, advertizing and 

marketing, leisure activities, posting photos and videos, supporting causes and charities, 

and raising awareness of issues. Concerns in this survey included identity theft, fraud, 

and personal safety as related to security and privacy (AMP Associated Marketing 

Partners, Inc., 2010). 

Concerns for student safety may explain why over half of the college 

administrators surveyed reported unofficial monitoring of student activities and interest 

(Currie, 2007; Wandel, 2009); introducing ramifications such as legal responsibilities and 

duty of care (Pysz, 2008). Photographs on Facebook have been used to successfully 

prosecute both legal and campus judiciary cases (Strater & Lipford, 2008; Wandel, 

2009). In the former, Jessica Binkard was prosecuted for driving under the influence and 

vehicular manslaughter where pictures of her drinking on Facebook were used against 

her. In the latter case, a fraternity was sanctioned for alcohol violations based on pictures 

taken at a fraternity gathering and posted on Facebook and a student at Fisher College, 

Cameron Walker, was expelled for violations of the Student Code of Conduct based on 



his activities on Facebook in creating a group page aimed at harassing a campus police 

officer (Wandel 2009). 

Students, faculty, staff, and administrators have expressed concern regarding 

boundaries and potential abuses when engaging in social networking activities, whether 

in a personal or professional capacity, leading some universities and colleges to establish 

formal policies on social networking and blogging (Wandel, 2009). Companies, agencies, 

and higher education institutions often review social media profiles when considering 

offering employment, promotions, and/or scholarships (Karl & Peluchette, 2009; Strater 

& Lip ford, 2008; Wandel, 2009); even with appropriate privacy settings in place, certain 

agencies may continue to have access to accounts and profiles under the rules of the 

Patriot Act (Wandel, 2009). Institutions are concerned with individual profiles, because 

they may suffer "public embarrassment and lost productivity because of employee 

Internet behavior" (Dowd, 2010). Companies and institutions may also be concerned 

about credibility (McBride, 2009), intellectual property rights, proprietary information, 

and harassment. Disclaimers delineating personal opinion are essential, so as not to 

embarrass or threaten a company or institution's reputation and livelihood (Dowd, 2010). 

Federal regulations such as the Health Insurance Portability and Accountability Act 

(HIPAA) and the Family Educational Rights and Privacy Act require additional 

restrictions and social media users must be cautioned when sharing information that 

would violate these acts (McBride, 2009). 

Rights to privacy and the freedom of expression are significant issues, particularly 

in light of the access and concerns of companies, agencies, and higher education 



institutions. A 2008 article in USA Today (Oppenhuizen, 2008) quoted Ben Stone, 

executive director of the American Civil Liberties Union, "While social networking sites 

are open to the public, privacy issues could be raised if administrators monitor private 

sites without permission." Even with permission, court cases have yet to rule definitively 

on the tension between student privacy and freedom of speech and school administrators' 

concerns and responsibilities regarding student safety and conduct (Stansbury, 2009). In 

the context of social media, at what point, asks Wandel (2009), do the first amendment 

rights to express oneself conflict with or infringe upon the rights and privacy of another? 

Moreover, where are the lines between personal expression and professional 

responsibility? Wandel (2009) shares many of the questions gleaned from personal 

communication with various university officials, asking to what extent do college and 

university officials have an obligation, a responsibility, and a right to monitor student 

profiles and comments online. 

Applications of the Theoretical Framework 

As discussed in Chapter 1, this study will consider Petronio's (2002) 

Communication Privacy Management (CPM) theory in terms of how and when people 

make decisions regarding privacy and disclosure in order to understand how privacy 

boundaries and privacy regulations are created and managed (Strater & Lipford, 2008). 

Such an analysis may aid in understanding how and why regulating social media use may 

benefit universities. Understanding the nature of interpersonal privacy, coordinating 

boundary regulation, and levels of communication, may provide insight into negotiating 
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how, when, where, and why people disclose information and manage privacy boundaries 

(Petronio, 2002). 

Petronio (2002), through her Communication Privacy Management (CPM) theory, 

attempts to understand how people manage their private information, defining privacy as 

"the feeling that one has the right to own private information, either personally or 

collectively" (p. 6). Petronio uses a boundary metaphor to consider the flow and 

disclosure of information, as well as privacy rules and management. CPM theory raises 

questions concerning confidentiality, ownership of information, and the timing and 

setting of disclosure. Petronio insists that both privacy and disclosure are critical in 

relationships and CPM theory attempts to understand how a balance is achieved between 

the two dichotomous forms of information management. 

CPM theory, as applied to social networking, explores the communication process 

and the flow of information, thus taking into account how information is negotiated 

between individuals, as well as collectively among groups. CPM theory delineates 

between private and collective boundaries, emphasizing the need for coordination in 

managing the flow of information and the permeability of boundaries. The term 

"collective boundaries," as used in this theory, refers to systems or groups, such as in a 

university setting (Petronio, 2002). 

CPM theory is rooted in five theoretical suppositions: private information, privacy 

boundaries, control and ownership, rule-based management system, and privacy 

management dialectics. Petronio distinguishes between private information, the first 

supposition, and the concept of intimacy, stating that one does not necessarily lead to the 
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other, and further, that there are multiple reasons for disclosing private information 

beyond a desire for developing intimacy (Petronio, 2002). 

Petronio (2002) discusses privacy boundaries (supposition number two) in terms 

of "lines of ownership" and managing the rules of permeability of such boundaries 

through control, ranging from low to high, and ownership, both individual and collective. 

There are differing levels of control within various boundaries and Petronio links the key 

concepts of control and ownership (supposition number three) to rights of privacy, 

dignity, and autonomy. Real and potential violations of privacy introduce risks and legal 

controversies (Petronio, 2002), suggesting the need for universities to consider how 

online social networking functions in the higher education context. 

Rule-based management theory, the fourth supposition in Communication Process 

Management Theory, presumes a system of rules for managing the process of boundary 

development, regulation, and coordination. When the rules do not result in a coordinated 

effort, Petronio refers to the phenomenon as "boundary turbulence." The fifth and final 

supposition of CPM theory describes the dialectical nature of privacy and disclosure, as 

evidenced in the tensions between opposing concepts such as public and private. 

Petronio's (2002) concept of privacy rule management processes utilizes the five 

suppositions described above as a foundation for understanding how people use rules to 

negotiate and mange their personal and collective boundaries. Petronio describes the use 

of multiple criteria for informing the development of rules: cultural, gendered, 

motivational, contextual, and risk-benefit. The process of developing criteria and defining 

what is normal and appropriate in terms of disclosure and privacy are developed through 
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socialization within one's own culture, gender expectations and differences, motivations 

and needs, the social and physical context of the situation, and an evaluation of the risks 

and benefits in revealing or disclosing private information (Petronio, 2002). 

Rule acquisition (Petronio, 2002) refers to how people learn rules, explicitly and 

implicitly, often through either socialization or membership in an organization, society, 

or other group, such as a college or university. Rules can change and adapt over time and 

in particular situations or contexts. Rules must often be negotiated and renegotiated, 

particularly when two or more individuals share boundaries such as in families, 

organizations, companies, and universities. When information is co-owned, rules must be 

negotiated, communicated, and agreed upon by all members in order to attain smooth 

coordination. Conflicts may arise when there are disputes among members regarding 

expectations and boundary limits (Petronio, 2002). "Disclosure," notes Petronio, "...can 

both enhance and impede workers' performance" (p. 170). 

Petronio's (2002) discussion of organizational privacy boundaries explores 

particular conflicts and issues within the workplace, such as superior-subordinate 

dynamics, ambiguity, privacy rights, conflicts of interest, and whistle-blowing actions. 

Boundary turbulence occurs when collective privacy management fails. Petronio lists 

several factors that can contribute to such failure, including rule violations and mistakes, 

fuzzy boundaries, dissimilar boundary orientations, and privacy dilemmas. Coordination 

of privacy rules and boundary management can address and limit turbulence concerns in 

the workplace (Petronio, 2002). 
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In an effort to understand how privacy rules are developed within specific 

settings, such as in higher education and online contexts, four studies have applied 

Communication Privacy Management Theory to their research. Child, Pearson, and 

Petronio (2009) examined blogging, Hosek and Thompson (2009) explored student-

teacher relationships, Metzger (2007) analyzed relationships in e-commerce, and Mazer 

and associates (2007) investigated teacher self-disclosure. Child and colleagues 

conducted three related studies with college student bloggers to develop a measure for 

understanding how college students manage privacy while blogging. Hosek and 

Thompson surveyed forty-one college instructors about their privacy rules and boundary 

management processes with students, both in and outside of the classroom. Metzger 

studied a sample of 128 college students in a laboratory setting regarding their 

experience, perceptions, and disclosure on an e-commerce website. Mazer and associates 

(2007) used Facebook and research questionnaires to examine 133 undergraduate 

students' perceptions of teacher self-disclosure and the effects of computer-mediated 

teacher self-disclosure on student motivation, affective learning, and classroom climate. 

Child and colleagues (2009) applied CPM theory to the blogging disclosures of 

823 college students in order to develop a measure of blogging privacy management. 

Child and associates examined the privacy rules developed and used by college students 

to regulate blogging disclosures, specifically examining three types of privacy rules: 

permeability, ownership, and linkage. The three types of rules determine how much 

information is made known, how it is controlled and owned, and how it is distributed, or 

rather who it is made available to beyond the original boundaries. As Child and 



colleagues (2009) explain, "Hogging entails intentionally inviting others into a private 

sphere, [thus] this study focuses on the collective boundary phenomenon, examining the 

way bloggers navigate and potentially select ways to regulate their privacy boundaries" 

(p. 3). 

The first study by Child and associates (2009) focused on surveying 176 college 

students, ages 18-19, with active, personal blogs. The online survey was designed to 

measure boundary permeability, ownership, and linkage through survey responses to 33 

items, each with a seven-point scale. Researchers used a principal components factor 

analysis and determined that the three-factor solution (boundary permeability, boundary 

ownership, and boundary linkages) accounted for 35.53% of the variance. Child and 

associates then tested the validity of the data using four structural models. In the second 

study, Child and associates expanded the survey to include 291 participants, used an 

updated version of the blogging management measure from the first study, and 

reexamined the four structural models form the first study's analysis. The third and final 

study by Child et al. was constructed to "examine the discriminate and predictive validity 

of the measure by examining the relationship between the [blogging privacy management 

measure] BPMM and the private and public self-consciousness scale" (Child et al., 2009, 

p. 10). This study had the largest group of participants of the three studies, with 356 

bloggers completing the 18-item online survey. Each of the three dimensions showed 

what researchers considered an acceptable level of reliability and CPM theory was 

determined to be helpful in understanding privacy disclosure in blogging (Child et al., 

2009) 



Child and associates suggest multiple uses for the BPMM, all drawing on CPM 

theory, and include suggestions such as a longitudinal study examining how privacy rules 

may change over time given an individual's life context and specific needs. Another 

suggestion for future studies, the possible conflict between personal choices and outside 

regulation of boundaries, has direct bearing on the study of social networking policies in 

higher education. The authors cite two instances where young adults were punished for 

online postings that the individual students considered private and personal, (Child et al., 

2009) illustrating CPM theory's concept of boundary turbulence and the conflict between 

personal and collective notions of privacy (Petronio, 2002). 

Hosek and Thompson (2009) also explored concepts of boundary turbulence, 

conflicting expectations, and privacy rules through a study of student-teacher 

relationships and the ways college teachers create rules and manage their boundaries and 

private information with students. Hosek and Thompson's study focused on teacher self-

disclosure and the competing needs for authentic dialogue and relational development vs. 

establishing rules and boundaries to maintain authority and credibility. Hosek and 

Thompson examined the teachers' criteria for developing privacy management rules and 

the type of conditions where teachers coordinated information with their students. 

Snowball and network sampling garnered 41 college teacher participants, each of whom 

completed an online questionnaire. Researchers used CPM theory to identify themes and 

formulate categories. Hosek and Thompson identified three of Petronio's criteria from 

CPM theory in the teacher's responses: motivations, contextual, and risk-benefit ratios; 

researchers also added fourth criteria, absent from the 2002 version of CPM theory—past 
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experience. In terms of motivation criteria for rule development, teachers in the study 

revealed private information for both content purposes (i.e. illustrating course material) 

and relational motivations in order to "foster relational closeness" (Hosek & Thompson, 

2009, p. 333) and build rapport, with both methods aimed at engaging students in the 

course. The contextual criteria for rule development refers to both the physical 

environment and the social context of the situation, with rules fluctuating depending on 

the context, such as with formal in-class environments, more personal one-on-one 

communications, and more relaxed out-of-class interactions. The risk-benefit ratio 

criterions for role development refers to an analysis of the ways in which individuals and 

communities attempt to balance the level and type of risk in light of potential benefits or 

gains from revealing information. In this study, teachers were most concerned with risks 

that might damage their credibility or insight sanctions; make their students, colleagues, 

loved ones, or themselves feel uncomfortable; or cast themselves in a negative light. 

Hosek and Thompson refer to these risks as role risks, face risks, and stigma risks. The 

past experiences criterion, added by Hosek and Thompson, relied on teachers' past 

experiences with other teachers to develop rules by avoiding others' mistakes (Hosek & 

Thompson, 2009). 

Hosek and Thompson, in addition to examining the criteria for developing rules, 

also examined boundary permeability. CPM theory refers to the breaking, transgressing, 

or disrupting of privacy rules and boundaries as boundary turbulence. This study, 

however, did not detect a sense of boundary turbulence in participants' responses. 

Teachers in this study exhibited extremes in boundary permeability, reporting either 
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impermeable boundaries or low boundary permeability and did not acknowledge a co-

ownership of information with students. Teachers granted students access to private 

information based on the quality of the student-teacher relationship and shared similar 

experiences. Researchers in this study were concerned with the teachers' lack of 

acknowledgement of co-ownership of information, despite research that demonstrates the 

opposite, where students share information verbally and online through social networking 

sites (Hosek & Thompson, 2009). 

Metzger (2007) analyzed disclosure, privacy, and relationships in the context of e-

commerce where apprehension about privacy and avoidance of risks such as identity 

theft, credit card theft, and unwanted electronic surveillance and solicitation, is of high 

concern. Like Hosek and Thompson, Metzger's study was interested in understanding the 

rules and circumstances for disclosing private information using Petronio's (2002) CPM 

theory, but in the context of e-commerce, rather than education. Metzger's results would 

be used to help businesses address costumers concerns for privacy and risk avoidance. 

Metzger surveyed and measured the disclosure and withholding of private 

information of 213 students after providing them with at least ten minutes of browsing 

time on one of three similar versions of an e-commerce website. One version has no 

privacy policy, the second had a weak policy, and the third has a strong privacy policy. 

Both privacy policies were based on existing policies of current e-commerce sites and the 

strong privacy policy adhered to all of the recommendations of the Federal Trade 

Commission. The policy included 

.. .notice (notifying users that the website collects information), choice (giving 
users a choice for whether to provide the information), access (explaining who 
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has access to the information and for what purposes), security (explaining how the 
information is securely handled), and contact information. (Metzger, 2007, p. 
345) 

Metzger found that withholding information is a strategy for managing privacy online 

and individuals were more likely to withhold or falsify sensitive or intimate information. 

Results concerning disclosure based on a website's privacy policy compared rates of 

withholding information. Data showed that more people withheld information after 

viewing a weak policy (71.2%) and fewer people withheld information when a policy 

was not in place (47.1%). The number of participants (55.5%) who withheld information 

after viewing a strong privacy policy was similar to the overall rate of withholding. The 

differences were significant, x2[2] = 8.77, p < .05, demonstrating that the content of a 

website's privacy policy is significant. Post hoc tests showed no differences in 

withholding between the strong policy and the lack of any privacy policy (x2[l] = 1.01,/? 

= .35). There was a significant difference between the weak privacy policy and the lack 

of any policy (x2[l] = 8.54,/? < .01) (Metzger, 2007). This last finding is important 

because it suggests that policies may affect how and when a person discloses information. 

Mazer and associates (2009) also used CPM theory to interpret the results of their 

study on teacher self-disclosure and credibility, stating, "teachers can present themselves 

through Facebook as individuals who function outside of the classroom in relaxed social 

situations unlike the traditional classroom environment" (p. 180). In the study (Mazer et 

al., 2009), researchers assigned students to view the Facebook site of an instructor that 

demonstrated one of three conditions: high, medium, or low self-disclosure. Researchers 

used personal information and photographs on the site to manipulate the independent 
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variable. The researchers original hypothesis, ".. .that participants who viewed the 

Facebook website of a teacher high in self-disclosure would report higher levels of 

teacher competence, trustworthiness, and caring (credibility) than participants who 

viewed the low self-disclosure Facebook page," (Mazer et al., 2009, p. 179) was partially 

supported by the data. While there was not a significant difference between the high and 

low conditions on perceptions of competence (F(2, 125) = 1.88, p > .05), there was a 

significant difference between the high (M = 32.16, SD = 5.17) and low (M= 29.44, SD = 

3.80) conditions on trustworthiness (F(2, 126) = 3.81, p < .05, rjl = .05,) and between 

high (M= 29.36, SD = 5.51) and low (M = 26.12, SD = 4.09) on caring (F(2, 125) = 5.41, 

p < .05, rfl = .08). Their conclusions (Mazer et al., 2009), gleaned from the responses of 

129 undergraduate students who viewed sample instructor Facebook sites, illustrate 

Petronio's emphasis on the social and physical context of the situation, the strategic use 

of disclosure, and the need for an evaluation of the risks and benefits in revealing or 

disclosing private information (Petronio, 2002). Policy development would be one way to 

address such a need (Oppenhuizen, 2008; Wandel, 2008; 2009). 

Policy Development and Implementation 

Edwards and Sharkansky (1978) describe policymaking as an "...ambiguous, 

complex, and conflictual [sic] process which cannot be broken down into neat categories" 

(p. 7). Though their writing explores the development and implementation of public 

policy, much of their analysis can be applied to policymaking in higher education, as 

well. Policymaking in both contexts may be influenced by public opinion, prudence, 

history and cultural context, politics, bureaucratic structure, and economic considerations. 
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The development of new technologies is often one of the factors that will prompt 

policymakers to take action (Edwards & Sharkansky, 1978). Although there is no set 

formula for drafting policy, decision-makers will frequently consider many of the 

following steps: identify a problem; set agenda; clarify and rank goals; consider options, 

all pertinent information, and the consequences of each option; consider alternatives; and 

choose the best option (Edwards & Sharkansky, 1978). 

Policymaking and implementation may be hampered by a lack of knowledge or 

understanding regarding rapid technology changes or what Wandel (2009) refers to as 

incrementalism, ".. .in which individuals may not be able to perform their job 

responsibilities at the highest level because they do not possess all the facts, information, 

and technology required" (p. 192). Policy implementation is complex (Newton, 2002) 

and requires both time and a diverse group of individuals and departments to effectively 

carry out the mission (Edwards, 1980). Offering this definition, Edwards (1980) states, 

Policy implementation.. .is the stage of policymaking between the establishment 
of a policy.. .and the consequences of the policy for the people whom it affects. If 
a policy is inappropriate, if it cannot alleviate the problem for which it was 
designed, it will probably be a failure no matter how well it is implemented. But 
even a brilliant policy poorly implanted may fail to achieve the goals of its 
designers, (p. 1) 

New policies introduce change and transformation, affecting the culture and 

community of an organization (Mapesela & Hay, 2005) and requiring effective leadership 

and management (Newton, 2002). Potential barriers to policy implementation are often 

related to resources, including authority; time; money; technology; proper facilities; 

capable, willing, and sufficient personnel; and incentives (Edwards, 1980; Edwards & 

Sharkansky, 1978; Mapesela & Hay, 2005). Other factors influencing policy 



implementation include communication, attitudes, and bureaucratic structure (Edwards, 

1980; Edwards & Sharkansky, 1978). To this list, Newton (2002) would also add, "size, 

stage of development, strategic priorities, blend of organizational politics, and even the 

particular vulnerabilities of a college...." (p. 187). Communication must be clear, 

complete, consistent, accurate, and timely, as well as directed to the appropriate 

personnel (Edwards, 1980; Edwards & Sharkansky, 1978). In considering hindrances to 

policy implementation, Edwards offers this insight, stating that "Policies that are new, 

complex, controversial, highly decentralized, [and/or] crisis-related...are the most 

difficult to implement successfully" (1980, p. 2). In these cases, especially, careful 

monitoring, follow-up procedures, and evaluation are essential to successful 

implementation efforts (Edwards, 1980). 

Summary 

Chapter 2, in seeking to contribute to this study's analysis of the development and 

implementation of a social media policy in higher education, provided an overview of the 

variables and problems affecting social media use in higher education. In addition, the 

researcher cited relevant studies in a review of the literature, in order to provide a 

foundation for understanding the complexity of issues surrounding online social 

networking and higher education. The impact, reach, and cultural significance of social 

networking sites on campus culture may be seen in the popularity of social media sites 

such as Facebook (Green & Bailey, 2010), where users create a personal profile and post 

information about their interests, background, and other descriptive data (boyd & Ellison, 

2007). 



As social networking use by university administrators, faculty, and staff continues 

to grow and offer real benefits to higher education institutions (Ferguson, 2010; 

Silverman, 2007; Wandel, 2007; 2008), new problems and consequences also emerge. 

Managing both the content of and access to one's public social media profile is an 

important aspect of social networking use (Martinez Aleman & Wartman, 2009) due to 

concerns regarding privacy and appropriate relations, especially between administrators 

and students. Officials, however, see Facebook as contributing to promotion of the 

college and the creation of community on and off campus (Walker, 2009; Wandel, 2009). 

Information regarding campus emergencies, as well as other events and news, can be 

conveyed rapidly using online social media sites (Martinez Aleman & Wartman, 2009). 

Student perceptions, however, may be ambivalent or even hostile to administrators' 

participation on Facebook due to fears of misuse of authority, feeling under surveillance, 

and regarding administrators' participation as an invasion of student space (Martinez 

Aleman & Wartman, 2009; Wandel, 2009). Impression management and an 

understanding of boundaries, while applicable to all social networking site users, is 

particularly important for faculty, staff, and administrators whose status, authority, and 

position create unique dilemmas in terms of managing their online persona (Martinez 

Aleman & Wartman, 2009). 

While social networking sites offer important and valuable benefits to the campus 

community, particularly in terms of recruitment and retention (Wandel, 2009), there are 

major ethical and legal issues pertaining to social networking use by university 

employees that must be considered, including concepts of professional identity, 



credibility, and ethics (Wandel, 2009, p. 207). Whether a graduate assistant or a 

university president, it is critical that one maintain an awareness of the power disparities 

and nature of one's relationships, particularly with students (Martinez Aleman & 

Wartman, 2009). The information, photos, and comments posted on individual profiles 

and groups pages can have professional implications (Wandel, 2009). Students, faculty, 

staff, and administrators have expressed concern regarding boundaries and potential 

abuses when engaging in social networking activities, whether in a personal or 

professional capacity, leading some universities and colleges to establish formal policies 

on social networking and blogging (Wandel, 2009). Companies, agencies, and higher 

education institutions may review social media profiles when considering offering 

employment, promotions, and/or scholarships (Karl & Peluchette, 2009; Strater & 

Lipford, 2008; Wandel, 2009). 

Petronio's (2002) Communication Privacy Management (CPM) theory aids in 

understanding how and when people make decisions regarding privacy and disclosure in 

order to understand how privacy boundaries and privacy regulations are created and 

managed (Strater & Lipford, 2008). Such an analysis may aid in understanding how and 

why regulating social media use may benefit universities. Understanding the nature of 

interpersonal privacy, coordinating boundary regulation, and levels of communication, 

may provide insight into negotiating how, when, where, and why people disclose 

information and manage privacy boundaries (Petronio, 2002). Four studies have applied 

Communication Privacy Management Theory to their research. Child, Pearson, and 

Petronio (2009) examined blogging, Hosek and Thompson (2009) explored student-



teacher relationships, Metzger (2007) analyzed relationships in e-commerce, and Mazer 

and associates (2007) investigated teacher self-disclosure. 

Finally, policy development and implementation were examined in terms of how 

the development of new technologies often prompts policymakers to take action 

(Edwards & Sharkansky, 1978) and how policymaking and implementation may be 

hampered by a lack of knowledge or understanding regarding rapid technology changes 

(Wandel, 2009). New policies introduce change and transformation, affecting the culture 

and community of an organization (Mapesela & Hay, 2005) and requiring effective 

leadership and management (Newton, 2002). Potential barriers to policy implementation 

are often related to resources, including authority; time; money; technology; proper 

facilities; capable, willing, and sufficient personnel; and incentives (Edwards, 1980; 

Edwards & Sharkansky, 1978; Mapesela & Hay, 2005). 

Seeking to address many of the issues presented here in Chapter 2, this study 

explored and analyzed how one university initiated, developed, and implemented a social 

media policy regulating use of online social networking sites by administrators, faculty, 

and staff. Chapter 3 will provide an overview of the research questions and research 

design of the study. 



CHAPTER 3 

METHODOLOGY 

This study addressed the challenges associated with the growing use of social 

media by university administrators, faculty, and staff (Wandel, 2007). Social Networking 

sites such as Facebook, Twitter, YouTube, and MySpace provide creative and innovative 

methods for conducting college and university affairs, such as in recruitment and 

retention; advertising and marketing; and fundraising and networking, while also 

introducing potential problems and ethical dilemmas (Roblyer, McDaniel, Webb, 

Herman, & Witty, 2010; Wandel, 2007). Privacy and safety concerns, as well as liability 

issues involving drug and alcohol use and other legal responsibilities, dilemmas involving 

freedom of speech, challenges in regulating posted information, and concerns regarding 

the possibility of social disruption on campus are documented issues involving social 

media and university employees (Wandel, 2008). 

This research sought to address the problem of how the increased use of social 

networking sites (SNSs) (boyd & Ellison, 2007) by college and university employees has 

raised concerns for administrators, faculty, and staff over legal, safety, and ethical issues. 

These issues include privacy and self-disclosure (Luo, 2009; Taylor, McMinn, Bufford, 

& Chang 2010); freedom of speech; personal safety; violations of the code of conduct; 

and duty of care (Pysz, 2008; Silverman, 2007; Wandel, 2007; Wandel, 2008) and the 

impact such issues have on the university's mission and the employees ability to perform 

that mission (Maranto & Barton, 2010). While official university social media policies 
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are becoming more common (Wandel, 2008), little research has been conducted 

regarding their development and implementation. The results of this study provide 

administrators with an example of a current social media policy, as well as a framework 

for understanding key themes, ideas, and issues related to developing and implementing 

policies regulating use of social networking sites by university administrators, faculty, 

and staff. University leaders concerned with liability and ethical issues regarding social 

networking site use may draw from the results of this study to begin developing and 

implementing social media policies in their individual colleges and universities. As 

universities encounter conflicts with legal, safety, and ethical issues surrounding use of 

social media sites, establishing policies that regulate social media use may provide one 

means for addressing the conflicts and potential liabilities. 

A qualitative methodology was employed using the case study approach to 

explore and analyze how one university initiated, developed, and implemented a social 

media policy regulating use of online social networking sites by administrators, faculty, 

and staff. Two central research questions were answered using document analysis, focus 

groups, and personal interviews. Chapter 3 will provide an overview of the research 

questions and research design of the study; a description of the population, site selection, 

and participants in the study; and interview, observational, and document analysis 

protocols. Procedures for validating the interviews and data collection; the actual data 

collection; Institutional Review Board approval process; data analysis; and how results 

will be reported, as well as a summary of the entire chapter, will also be included. 



46 

Subjectivity Statement 

Stake (1995) states that, "The intent of qualitative researchers to promote a 

subjective research paradigm is a given. Subjectivity is not seen as a failing needing to be 

eliminated, but [rather] as an essential element of understanding" (p. 45). In qualitative 

research, the researcher serves as instrument for data collection (Creswell, 2007) and 

researcher bias may affect the validity and trustworthiness of the data (Glesne, 2006), if 

the researcher is unaware of their own potential for misunderstandings. I offer a statement 

of my own subjectivity to use in monitoring my biases within the research. In writing the 

subjectivity statement, I was able to address my biases before conducting research and 

used the following statements to stay alert to and address any preconceived ideas and 

opinions that could hinder the study's validity. Additionally, participants were allowed to 

review and submit corrections and suggestions on their interview transcripts. 

My educational background and experience with social media serve as an 

indication of my ability to conduct this research study. My undergraduate degree is in the 

field of anthropology and my graduate work was in theology. At the time of this study, I 

was a doctoral candidate in Educational Leadership, higher education track. 

My education has taught me to look for patterns and to give particular attention 

to culture and relationships. For this particular research, my employment by a university 

and my personal and professional experience with social media sites provided insight and 

a particular viewpoint for approaching the case study. I have personal accounts on sites 

such as Facebook, MySpace, and Twitter, and have created and used official university 

sites on Facebook. My subjectivity influenced my questions to the participants about 
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social media and the development and implementation of a social media policy, as well 

as my methods for coding. My interest in technology and education, as well as 

interactions with fellow university employees, who had expressed confusion, concern, 

and curiosity regarding social media use, also affected the choice of the research study. 

Research Questions 

The research questions for this study were answered through a case study 

analysis. Two central research questions guided the study. 

(1) How did Sophia University develop a social media policy governing social 

networking practices? 

(a) What was the context for developing a social media policy at Sophia 

University? 

(b) What role did the staff, faculty, and administrators play in developing 

and implementing the social media policy at Sophia University? 

(c) What are the key components in Sophia University's social media 

policy? 

(d) What were the primary concerns and goals of the social media policy 

developers at Sophia University? 

(2) How has the social media policy been implemented at Sophia University? 

(a) Have the intended outcomes of the social media policy at Sophia 

University been achieved? 

(b) How have employees at Sophia University interpreted and experienced 

their social media policy? 
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The research questions were explored through open-ended personal interviews with key 

university personnel, focus groups, and document analysis. 

Research Design 

Official social media policies for employees are increasingly in use at colleges 

and universities (Wandel, 2008), however, many colleges and universities remain without 

social networking policies and little research has been conducted regarding their 

development and implementation. Creswell (2009) explains, "if a concept or 

phenomenon needs to be understood because little research has been done on it, then it 

merits a qualitative approach" (p. 18). This study describes the development and 

implementation of a university social media policy for staff, faculty, and administrators 

through a single-site case study analysis. 

The researcher conducted a single-site case study analysis in a natural setting 

(Creswell, 2007; 2009)—the campus of a large, four-year, private, not-for-profit, 

accredited university in the United States with an established social media policy for 

administrators, faculty, and staff. The case study design was appropriate for this study 

because of the focus on policy research (Edwards, 1980; Yin, 1987), the natural setting of 

the university campus, the bounded system of the social media policy process and timing, 

the reliance on multiple and detailed sources of data, and the focus on a description of a 

specific case and participants' perspectives (Creswell, 2007; 2009). The campus setting 

allowed the researcher to gather detailed data and observe the participants in the actual 

context of the phenomenon (Creswell, 2007; 2009). Multiple methods of data collection, 

including document analysis, open-ended interviews, and focus groups with university 

employees, relied on interactive participation by the researcher (Creswell, 2007; 2009; 
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Yin, 1987). The researcher sought to describe and analyze the creation and 

implementation of the college or university's social media policy, as well as the 

infrastructure that supported the implementation of the policy. 

The research design followed a case study format. The researcher gained access to 

the university (Creswell, 2007) through initial, informal email and telephone contact with 

the social media contact person to determine interest in and openness to participation. 

Initial contact was followed by submission of a formal letter accompanied with 

supporting Institutional Review Board (IRB) documents. Each participant in the study 

was contacted by email with an explanation of the study and a request for an interview. 

Before the case study interview, each participant was presented with an IRB-approved 

Informed Consent form to read and sign. The researcher explained the study and assured 

the participants that they would be assigned a pseudonym and only non-specific 

demographics would be used. Participants were informed of their right to withdraw from 

the study at anytime without fear of penalty or harassment (Creswell, 2007). 

The researcher used multiple methods and multiple data sources and perspectives, 

including faculty, staff, and administrators, to increase the validity and trustworthiness of 

the data (Glesne, 2006; Yin, 1987). Data from interviews, documents, observations, and 

field notes were stored on the researcher's personal computer and files. 

Site Selection and Access 

The population for the study consisted of accredited four-year, not-for-profit 

colleges and universities in the United States who had created and implemented a social 

media policy regulating employee use of online social networking sites. The study 

focused on both the development and the implementation of a social media policy, thus 



both the development process and the implementation aspect of the study provided 

additional criteria for the selection process. 

Purposeful, instrumental sampling was used in selecting a site for the case study. 

Both purposeful and snowball sampling were used to select participants at the site. The 

case site was chosen with the purpose of maximizing what can be learned about social 

media policy development and implementation (Stake, 1995), requiring a site that was 

complex, diverse, and accessible. The site had a well-developed and complex social 

media policy addressing multiple and diverse constituents within the institution. The site 

was also accessible in terms of the willingness of the university to grant access to the 

researcher and the availability and willingness of personnel to participate in the study. 

The site was "information rich" (Patton, 2002, p. 40) and capable of providing useful 

insight into social media policy for higher education employees. In determining the case, 

the site had to meet a set of criteria. The university studied was (a) based in the United 

States, (b) classified as a four-year, not-for-profit, college or university according to the 

Carnegie classification system, (c) had developed and implemented a social media policy 

for employees, (d) appeared on at least two formal or informal online compilations of 

social media policies in higher education, (e) had a webpage devoted to the social media 

policy and guidelines, and (f) was willing to participate in this research study. The first 

and last requirements, that the case site be based in the United States, and that the 

institution was willing to participate in this research study, was for pragmatic, 

convenience purposes, as well as a vested interest in American customs and regulations. 

Secondly, a university classified as a four-year, not-for-profit, research institution was 



able to address a larger diversity of faculty, staff, and administrators serving at different 

levels and capacities in the higher education system, representing a more complex, 

diverse system in terms of types and levels of personnel and types of social media 

interactions. The research questions and design required an institution with an 

implemented policy in order to study the phenomenon, necessitating the third 

requirement. The fourth requirement, requiring the institution to have appeared on at least 

two formal or informal online compilations of social media policies in higher education, 

indicated a level of recognition of the policy as an example or model for other 

institutions. Likewise, requiring the institution to have a webpage devoted to social media 

policy and guidelines supported the selection of a site that maximized the understanding 

of this phenomenon, as well as choosing a site that can serve as a model for other 

institutions. 

The researcher review and analyzed college and university websites, the websites 

of higher education professional organizations, and online forums devoted to higher 

education technology, for recommendations and hyperlinks to university and college 

social media policies. Particular attention was given to formal and informal online 

compilations of social media policies in higher education. The researcher sought to 

identify sites that met the criteria for selection and made informal contact with site 

personnel to ascertain accessibility and willingness to participate in the study. 

The researcher gained access to the site studied (Creswell, 2007) through initial, 

informal email and telephone contact with the social media contact person to determine 

interest in and openness to participation. Initial contact was followed by submission of a 
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formal letter accompanied with supporting Institutional Review Board (IRB) documents. 

Through snowball sampling and guided by recommendations from the initial contact 

person, each participant in the study was contacted by email with an explanation of the 

study and a request for an interview. Before the case study interview, each participant 

was presented with an IRB-approved Informed Consent form to read and sign. The 

researcher explained the study and assured the participants that they would be assigned a 

pseudonym and only non-specific demographics would be used. Participants were 

informed of their right to withdraw from the study at anytime without fear of penalty or 

harassment (Creswell, 2007). 

University Site and Participants 

The case study site has a Carnegie classification of a large, public, not-for-profit 

four-year research institution with a high undergraduate enrollment. The setting is 

primarily residential and the undergraduate profile is more selective (Carnegie 

Foundation for the Advancement of Teaching, 2011). An alias, Sophia University, was 

used to designate the university site. 

Participants at the site were selected using snowball sampling (Creswell, 2007). 

The researcher contacted the personnel identified on the social media web page of the 

university to be studied. Through conversations and networking with university 

personnel, the researcher identified the key personnel involved in drafting and 

implementing the social media policy, as well as instrumental leaders in the university. 

The researcher continued to identify and invite people to participate in either one-on-one 

interviews or small focus groups based on recommendations from the personnel initially 
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contacted. Participants included faculty, staff, and administrators. Nine individuals 

participated in the study. Pseudonyms were used to protect anonymity. 

Participants were presented with an Informed Consent form (Glesne, 2006) 

(located in Appendix B) as approved by IRB before any data collection took place in 

order to introduce participants to both the researcher and the study itself. The Informed 

Consent form included the researcher's name, contact information, and educational 

background. It also explained the purpose of the study; how, when, and approximately 

how long the interviews and focus groups will be conducted; and why the university and 

participants in the study were selected. The Informed Consent form also included an 

explanation of any possible risks or benefits associated with the study; how 

confidentiality and anonymity would be assured; and a request to record the interviews 

and focus group sessions (Glesne, 2006). 

Data Collection 

The researcher used multiple methods (interviews, focus groups, document 

analysis) and multiple data sources and perspectives, including faculty, staff, and 

administrators (Creswell, 2007; 2009; Glesne, 2006), to increase the validity and 

trustworthiness of the data (Glesne, 2006; Yin, 1987). Data collection methods were 

chosen to consider different perspectives, to make efficient use of both the participants' 

and the researcher's time, and to gain the information and data necessary for 

understanding the case to be studied (Glesne, 2006). 

Interviews 

The researcher conducted semi-structured, open-ended interviews with key staff, 

faculty, and administrators in order to explore each perspective and to obtain 



recollections of how and why the social media policy was developed and implemented, as 

well as its impact on employees and students. Interviews were audio recorded and field 

notes were handwritten and typed (Creswell, 2007; 2009; Glesne, 2006). An interview 

schedule and protocol (see Appendix D) were developed to provide an approximate 

format and length for each interview. Interviews were conducted on campus in a private 

setting and each interview lasted approximately thirty minutes to one hour and consisted 

of open-ended and follow-up questions concerning the participant's experience with the 

development and implementation of the social media policy. Interviews were audio 

recorded and handwritten notes and observations were taken during that timeframe. Both 

the researcher and a paid assistant transcribed verbatim each interview. All transcriptions 

were checked and verified by the researcher. The researcher coded all data. Participants 

were allowed to review and submit corrections and suggestions on their interview 

transcripts. 

Focus groups 

The researcher gathered two small groups of three university personnel to explore 

their understanding of the policy and its impact on the university. Focus groups allowed 

for greater elaboration through a synergistic, egalitarian exchange of ideas (Creswell, 

2007; 2009; Glesne, 2006; Wilkinson, 2004). An interview schedule and protocol (see 

Appendix E) was developed to provide an approximate format and length for each 

session. The focus group interviews took place on campus, in the same boardroom each 

time, lasted approximately one hour each. Nine predetermined questions guided the 

group discussion (Creswell, 2009; Glesne, 2006) using open-ended and follow-up 
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questions concerning the participants' experience with the development, implementation, 

and impact of the social media policy. The researcher and paid assistant transcribed all 

focus group sessions. All transcriptions were checked and verified by the researcher. The 

researcher coded all data. Participants were allowed to review and submit corrections and 

suggestions on their interview transcripts. 

Document analysis 

The researcher requested to read and analyze institutional documents pertaining to 

the creation and implementation of the social media policy under study, including the 

actual social media policy, as well as the strategic plan, guidelines, regulations, manuals, 

and websites. A document analysis protocol (see Appendix F) was developed to provide a 

format for analyzing each document. Official university web pages and social media sites 

were examined (Creswell, 2007; 2009; Glesne, 2006). 

Institutional Review Board Approval 

The researcher submitted a signed application for Research with Human Subjects to 

Mercer University's Institutional Review Board (IRB) for approval, as well as to the IRB 

at the case site. After receiving approval from the IRB of both universities (see 

Appendix), the researcher did make any substantial deviations of procedures. 

All guidelines, forms, and other requirements of the Institutional Review Board of 

Mercer University were observed and completed in a timely manner. Confidentiality of 

participants and the case site were established using pseudonyms and non-specific 

demographic descriptors. 



The researcher interviewed the participants in a private office setting utilizing a 

digital audio recording program. The researcher and a paid assistant transcribed the 

interviews and focus group sessions. The researcher checked and verified all 

transcriptions. The researcher analyzed and coded all data. Field notes and recordings 

were kept secure on the researcher's personal computer and in the researcher's home 

office. Only the researcher and the assistant had access to the original recordings. All 

recordings will be destroyed after three years. 

Data Analysis 

Glesne (2006) describes the complex process of coding data in qualitative 

research as follows: 

Coding is a progressive process of sorting and defining and defining and sorting 
those scraps of collected data (i.e., observation notes, interview transcripts, 
and memos, documents, and notes form relevant literature) that are applicable to 
your research purpose. By putting like-minded pieces together into data clumps, 
you create an organizational framework, (p. 152) 

Data analysis was an on-going process (Creswell, 2009) as the researcher 

continually reflected upon the data and asked questions throughout the process of 

recording interviews and focus group sessions, transcribing verbatim, and line-by-line 

coding the transcripts of all sessions. The researcher relied on direct interpretation and 

categorical aggregation, the repetition of instances of meaning, to make meanings and 

interpret patterns (Stake, 1995). The researcher used a dual approach to analysis, 

employing both content analysis and ethnographic analysis. 

The categorical aggregation supported a content analysis approach where analysis 

was "based on examination of the data for recurrent instances of some kind; these 

instances are then systematically identified across the data set, and grouped together by 



means of a coding system" (Wilkinson, 2004, p. 183). The words, phrases, and themes 

identified in documents and participants' quotations were the units of analysis in this 

approach. Recurrences of each theme or discourse were noted and recorded (Wilkinson, 

2004). 

The ethnographic analysis allowed for a more selective, detailed analysis of 

interactions among participants, grounding interpretations in the social context of the site 

and the participants (Wilkinson, 2004). The researcher observed and interpreted 

participants' "beliefs, attitudes, or opinions" (Wilkinson, 2004, p. 187) as evidenced in 

their conversations and interactions with one another. 

The researcher described the setting of the case, as well as the process of data 

collection, and provided an overall assessment of the data, making detailed notes, 

observations, and summaries of impressions (Creswell, 2007). The researcher then began 

looking for patterns and generalizations (Stake, 1995), creating and assigning major 

categories of codes, as well as sub-codes, in order to identify themes and issues 

(Creswell, 2007; 2009; Constas, 1992). Each transcription was coded line-by-line and the 

researcher combined codes for all transcriptions and documents into the major and sub

codes. Codes were grouped as major themes and minor themes. 

Codes designated as iterative were developed during the process of data 

collection, originating through the participants' language and responses. All codes were 

verified empirically through the support of internal data and displayed by indicating 

instances of the code being observed. The nominations of the codes were determined 

through either participant or investigative sources. The codes were named using 



participants' language, the researcher's interpretation of the data, and a review of the 

literature, particularly Communication Privacy Management theory (Petronio, 2002), to 

create "a priori" or pre-established codes (Constas, 1992; Stake, 1995). The researcher 

conducted a cross-analysis of codes in order to create major themes or minor themes 

based on the salience of the categories. The researcher created tables to display the 

occurrence of all salient codes (Constas, 1992). 

Reporting Results 

The researcher reported raw data by including quotes from transcriptions of 

interviews and focus sessions. The researcher relied on a narrative summary to describe 

the data collection, analysis procedures, and interpreted results. In reporting data, the 

researcher used a variety of tables to report data collection and analysis. Coding tables 

document the occurrence and number of codes identified. 

Summary 

This chapter reviewed the background, problem, and purpose of the study, as well 

as the research questions guiding the study and the researcher's subjectivity statement. 

The chapter focused on presenting a detailed description of the research design of the 

study as single site case study analysis in a natural setting (Creswell, 2007). The case 

study design was appropriate for this study because of the natural setting of the university 

campus, the bounded system of the social media policy process and timing, the reliance 

on multiple and detailed sources of data, and the focus on a description of a specific case 

(Creswell, 2007; 2009). Multiple methods of data collection, including document 

analysis, open-ended interviews, and focus groups with university employees, relied on 

interactive participation by the researcher (Creswell, 2007; 2009). 



The chapter continued with a description of the population, site selection process, 

and participants and site of the study. Procedures for data collection, the Institutional 

Review Board approval process, data analysis, and how results are reported, followed. 

Interviews, focus groups, and document analysis were used and data analysis was an on

going process (Creswell, 2007) as the researcher continually reflected upon the data and 

asked questions throughout the process of recording interviews and focus group sessions, 

transcribing verbatim, and coding the transcripts of all sessions. 

The researcher incorporated narrative summary, as well as a variety of tables and 

raw data to report data collection and analysis. Chapter 4 will present the results of the 

methodology described in this chapter. 



CHAPTER 4 

RESULTS 

Chapter 4 provides a restatement of the purpose and focus of the study; the 

research design of the study; a description of the data collection and analysis methods; 

the findings of the study organized by research question; and a summary. Two main 

research questions guided the study: 

(1) How did Sophia University develop a social media policy governing social 

networking practices? 

(a) What was the context for developing a social media policy at Sophia 

State University? 

(b) What role did the staff, faculty, and administrators play in developing 

and implementing the social media policy at Sophia University? 

(c) What are the key components in Sophia University's social media 

policy? 

(d) What were the primary concerns and goals of the social media policy 

developers at Sophia University? 

(2) How has the social media policy been implemented at Sophia University? 

(a) Have the intended outcomes of the social media policy at Sophia 

University been achieved? 

60 
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(b) How have employees at Sophia University interpreted and experienced 

their social media policy? 

This study sought to address the challenges associated with the increasing use of 

social media by university administrators, faculty, and staff (Wandel, 2007). 

Social media sites such as Facebook, Twitter, and YouTube contribute in unique and 

useful ways to the mission and goals of higher education in areas such as recruitment and 

retention; advertising and marketing; and fundraising and networking (Roblyer, 

McDaniel, Webb, Herman, & Witty, 2010; Wandel, 2007) Social media site use, 

however, has also introduced potential problems and ethical dilemmas (Roblyer et al., 

2010; Wandel, 2007). Privacy and safety concerns, liability issues, dilemmas involving 

freedom of speech, challenges in regulating posted information, and concerns regarding 

the possibility of social disruption on campus are documented issues involving social 

media and university employees (Wandel, 2008). 

Data Collection, Participants, and Analysis Methods 

The researcher used qualitative methodology and conducted a case study to 

understand how a single university initiated, developed, and implemented a social media 

policy regulating use of online social media sites by administrators, faculty, and staff. 

The researcher collected data using document analysis, focus groups, and individual 

interviews. Nine individual faculty, staff, and administrators participated in the study, 

resulting in four individual interviews and two focus groups. The researcher analyzed ten 

documents, including the official social media policy and the strategic social media plan, 

to identify key themes, ideas, and issues. 
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The researcher analyzed documents for the study following the document protocol 

found in Appendix F, while interviews and focus group sessions were recorded, 

transcribed, and coded line-by-line. The protocols for the interviews and focus groups 

may be found in appendices D and E respectively. The researcher, using methods 

developed by Constas (1992), formed a list of 21 a priori codes before conducting the 

interviews and focus group session. The a priori codes were created from a review of the 

literature {referential) (Constas, 2002), drawing mainly from the study's theoretical 

framework based on Petronio's (2002) Communication Privacy Management (CPM) 

Theory. Six of the original a priori codes were used in the initial coding process: (a) 

advertising, marketing, and branding; (b) legal responsibilities and liabilities; (c) control 

and ownership; (d) professional ethics and credibility; (e) rule violations and mistakes; (f) 

safety concerns; and (g) conflicts-of-interest. The researcher identified a total of 83 initial 

codes across the interviews and focus groups. While six of the codes were created a 

priori, or prior to the data collection, the remainder of the initial codes were iterative, 

originating during the data collection and analysis process, and were identified either 

directly from the language used by one or more of the participants (71 codes) or from the 

researcher's interpretation of the language used by one or more of the participants (six 

codes) (Constas, 2002). 

Of the 83 initial codes, 12 codes appeared in all six transcripts and were identified 

as minor themes, identifying ideas and issues that were discussed by all participants. The 

numbers and occurrences of the 12 minor themes are depicted in Tables 1. 
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Table 1 

Frequency of Minor Themes Appearing in Six of Six Transcripts 

Theme Transcript 

1 2 3 4 5 6 

Knowledge and understanding of policy 

Types of social media 

Personal and professional distinctions and 
boundaries 

Advertising, marketing, and branding 

Guidelines and rules systems 

Freedom and control 

Evolving technology 

Students and alumni 

Demographics in relation to social media 

Ability and comfort to use and understand social 
media 

Reputation, representation, public relations, and 
image 

Adaptability and change 

X X X X X X 

X X X X X X 

X X X X X X 

X X X X X X 

X X X X X X 

X X X X X X 

X X X X X X 

X X X X X X 

X X X X X X 

X X X X X X 

X X X X X X 

X X X X X X 

Additionally, thirteen different codes appeared in five of the six transcripts, identifying 

additional minor themes and are depicted in Table 2. 



Table 2 

Frequency of Minor Themes Appearing in Five of Six Transcripts 

Theme Transcript 

Social media concerns, caution, and risk 

Effective use of social media 

Appropriateness of content 

Time-effectiveness and time-intensity 

Legal responsibilities and liabilities 

Foresight, planning, and strategies 

Communication 

Accountability and responsibility 

Punitive action/perception 

Control and ownership 

Professional ethics and credibility 

Connecting and networking 

Rule violations and mistakes 

1 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

2 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

3 

X 

X 

X 

X 

X 

X 

X 

X 

X 

4 

X 

X 

X 

X 

X 

X 

X 

5 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

6 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

Nine other codes appeared in four of the six transcripts, identifying more minor themes. 

The numbers and occurrences of the nine minor themes are depicted in Table 3. 
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Table 3 

Frequency of Minor Themes Appearing in Four of Six Transcripts 

Theme 

Meaningfulness & usefulness of content 

Relevant, current content 

Privacy settings 

Implementation 

Parental/gatekeeper perception and monitoring concept 

Other policies 

Awareness 

Buy-in 

Online vs. offline voice 

1 

X 

X 

X 

X 

X 

X 

X 

X 

X 

Transcript 

2 

X 

X 

X 

X 

X 

3 

X 

X 

X 

X 

4 

X 

X 

X 

X 

5 

X 

X 

X 

X 

X 

6 

X 

X 

X 

X 

X 

X 

X 

X 

Codes that did not appear in at least four of the transcripts have been excluded from 

the discussion of findings for this study. All themes listed in the tables above are verified 

empirically through the support of internal data and correspond to line numbers marking 

instances of the code being observed by the researcher. The 34 minor themes were 

assigned to one of four major themes: (a) "Risk and Control with Social Media," (b) 

"Goals and Means for Social Media," (c) "Content and Platforms for Social Media," and 

(d) "Process and Implementation of the Social Media Policy." Discussion of the four 

major themes, as well as the minor themes that consist of ideas and issues, has been 

organized by research question and appears in the next section. 



Table 4 

Major and Minor Themes from Findings 

Risk and Control with 
Social Media 

Goals and Means 
for Social Media 

Content and Process and 
Platforms for Social Implementation 
Media of the Social 

Media Policy 
Personal & professional 
distinctions & boundaries 

Guidelines & rules systems 

Advertising, 
marketing, & 
branding 

Demographics in 
relation to social 
media 

Types of social 
media 

Knowledge & 
understanding 
of policy 

Students & alumni Evolving 
technology 

Freedom & control Ability & comfort 
to use & understand 
social media 

Appropriateness of Adaptability & 
content change 

Reputation, representation, 
public relations, & image 

Social media concerns, 
caution, & risk 

Legal responsibilities & 
liabilities 

Accountability & 
responsibility 

Punitive action/perception 

Control & ownership 

Professional ethics & 
credibility 

Rule violations & mistakes 

Privacy settings 

Parental/gatekeeper 
perception and monitoring 
concept 

Effective use of 
social media 

Time-effectiveness 
& time intensity 

Connecting and 
networking 

Usefulness of 
content 

Relevant, current 
content 

Communication 

Implementation 

Foresight, 
planning, & 
strategies 
Awareness 

Buy-in 

Other policies 

Online vs. offline voice 



67 

Research Questions and Findings 

Data from the case study, including narrative summaries and identification of 

themes, are organized in this section by research question. Two primary research 

questions guided this study: 

(1) How did Sophia University develop a social media policy governing social 

networking practices? 

(a) What was the context for developing a social media policy at Sophia 

State University? 

(b) What role did the staff, faculty, and administrators play in developing 

and implementing the social media policy at Sophia University? 

(c) What are the key components in Sophia University's social media 

policy? 

(d) What were the primary concerns and goals of the social media policy 

developers at Sophia University? 

(2) How has the social media policy been implemented at Sophia 

University? 

(a) Have the intended outcomes of the social media policy at Sophia 

University been achieved? 

(b) How have employees at Sophia University interpreted and experienced 

their social media policy? 



Research Question 1 

The first research question, and each of its four sub-questions, examined the 

development of the social media policy at Sophia University. Each of the four major 

themes, "Risk and Control with Social Media," "Goals and Means for Social Media," 

"Content and Platforms for Social Media," and "Process and Implementation of the 

Social Media Policy," appear in the findings for question one. 

Sub-Question (a) of Research Question 1 

The first sub-question asked (a) What was the context for developing a social 

media policy at Sophia University? Three major themes, "Risk and Control with Social 

Media" and "Goals and Means for Social Media," and "Process and Implementation of 

the Social Media Policy" were identified in response to this question. The creators of the 

policy, a team within the marketing department of the university, referred to their actions 

as "grassroots," "proactive," and "taking the initiative" to create a policy. The movement 

to create a social media policy started "from the bottom up" with several members in the 

marketing department taking their suggestions and ideas for a policy to their immediate 

supervisor. 

Risk and Control with Social Media. Participants in the study described the need 

for a policy in terms of the need for control due to how faculty, staff, and students were 

"already doing it" in terms of creating and using social media pages, such as Facebook. 

As Lori explains, 

Facebook was still kind of under our radar, but the bigger it got, the more we 
thought, 'Okay we need to take control of this situation.' So our approach as a 
team was sitting down and saying, 'How can we do this, um, you know, in a way 
that would best suit us, but that would also be a bit different?' And that's, that's 
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where we started to put a lot of influence on having a social media policy, doing 
this the right way, you know, and stepping in, and we, and we took ownership of 
that page.. .and then over time, as we established a presence on campus of, ' 
Okay, we're controlling the institutional pages.' 

Echoing a similar sentiment concerning the current use of social media at Sophia 

University, Abe states, 

The University needed to develop a social media policy to keep up with what was 
already happening, and may have developed the policy retroactively. There were 
probably, in my estimation, departments on campus who were already using 
Facebook, Linkedln, Twitter, or any of the others that we don't use, in order to, 
um, in order to just promote themselves because they're free resources and they're 
the place where students are. We needed to get out there, especially on Facebook 
and Twitter. 

Another participant in the study, Phil, one of the leaders in developing the policy, 

describes the context in this way: 

The most convincing argument they made is, 'Phil, you don't understand. They're 
already doing it...this is already happening, so if you think, like ignoring the 
problem will make it not happen, here let us show you some examples.... here's a 
violation of terms,' and 'this is kind of off-message.' 

Participants viewed the policy as a means for addressing university concerns regarding 

embarrassing or off-message content and exerting control over how the university was 

portrayed in social media. Phil, in stating the reasons for developing the policy, describes 

the importance of being able to take corrective action: 

For me, it's two overarching reasons. One would be just risk management. We 
didn't...really have any...policy articulation of what the expectations of the 
University were. So if you want to take some sort of um, corrective action— 
whether that's disciplinary or an admonition or 'Hey don't do that'—if you don't 
have a policy...you don't really have much teeth.... and that's from just really 
broad reputational kinds of things. 

Karl, another participant in the study, while recognizing the university's need to exert 

control and ownership of their brand, viewed the policy more negatively: 
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Because in a world of decentralized control, centralized powers don't feel 
comfortable in a place where they can't control everything. Particularly when they 
may be held responsible, right, like ultimately they don't care what I say, what 
they care about is are they going to be held responsible for something I say. I do 
understand, like, if somebody is going to be held accountable for what I do or 
say, they have every right to have a say over what I do and say, right. 

Karl described the context of the policy development as one characterized by fear and a 

sense of lack of control: 

So the policy seems to me born more out of fear and a lack of understanding of 
actually how it fits in the communication realm, unless I'm just misunderstanding 
something, than actually like we need to control what people say and do. I mean, 
it's cover your ass and it's a lack of understanding. 

Other participants in the study noted that while there may have been some "paranoid and 

unrealistic fear," there were also valid fears in terms of risk management and damage to 

the reputation of the university. Several participants spoke of recognizing a need for 

consistency between one's "online and offline voices." For instance, if a university 

employee would not discuss a topic or portray themselves in a certain way in a public, in-

person forum, then they should show the same restraint in a virtual setting and follow the 

same guidelines about disclosure. Bianca, too, was concerned with controlling content, 

specifically in light of liability issues, and connected the policy to the need to protect the 

university's brand: 

Facebook could be a huge cannon—if you let it. And, and my guess is, that was 
probably from a, maybe a liability standpoint, they wanted to make sure that they 
had something in process or something um, that helps protect the university and 
its brand, and that would be what they were trying to do. 

Goals and Means for Social Media. All of the participants made a connection 

between brand and policy. Phil, speaking more extensively about the motivating factors 

for the policy, also describes the importance of branding and marketing: 



71 

...We are a very brand oriented university. We are trying to reposition ourselves, 
and so message consistency is incredibly important...to that goal. And ... social 
media...from a branding perspective...is the worst thing to happen to brands since 
desktop publishing. I mean it's, it's terrible. It's a great way to, to dissolve your 
brand, to dilute your message.... 

Every participant in the study described the effective use of social media as a 

means to develop, build, expand, protect, and maintain the brand. The concept of brand 

was paired closely with the idea of reputation or image. Brand was discussed in terms of 

something that was built, developed, created, and protected and social media could be 

helpful in performing those tasks. In contrast, reputation or image was most often 

described as something that could be damaged, harmed, or ruined by social media 

actions. Abe illustrates these nuances in his discussion of why the university needed to 

develop a policy: 

The University really needed to catch up with it in order to protect the university's 
brand, and I can appreciate that, and be able to provide some guidelines so that we 
weren't representing ourselves poorly, we weren't representing the university 
poorly, we weren't giving bad information—nothing that would, that would, open 
us up to any kind of public relations nightmare. 

Lucy describes the role of branding in developing the social media policy as a way of 

maintaining a consistent message: 

I think, one, in keeping with the spirit, that as a University, we have 
developed a brand. Um, I think that there are some very good reasons why we 
have, um, developed a specific brand and we want to make sure that our materials 
really do follow that brand, otherwise, kind of, why have, why have a brand? 
....You've got to realize that there, there is, there are some considerations that you 
need to make sure that we are sending consistent messages as a university. 

Process and Implementation of the Social Media Policy. At Sophia University, as 

the participants in the study stated, university employees were using social media to 

communicate information and messages about the university prior to the establishment of 
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a social media policy. In light of this, the creators conducted a strategic environmental 

scan of existing Sophia University-affiliated social media presences (official and 

unofficial), as well as a review of the social media practices of their peer institutions, as 

part of their strategy for proposing the policy. In their strategy document, the creators 

provided detailed information on Sophia University's social media presence, including 

the number of followers or fans per site or page. Followers or fans per site ranged from 

11 to almost 5,000, while Sophia University-related sites included 10 to 20 examples of 

each social media site including Facebook pages, Twitter accounts, YouTube videos, 

Linkedln, and Vimeo sites. 

The environmental scan also showed what type of social media presence 

competing universities had and the types of social media other schools were using. All of 

the peer universities were using Facebook and most had Twitter accounts. Other sites 

included MySpace, YouTube, SecondLife, iTunes, Linkedln, Flickr, Digg, Delicious, 

Newsvine, SmugMug, blogs, podcasts, Photobucket, and inCircle. The strategists also 

examined other schools in terms of social media presence, fans, good qualities, and 

detrimental or "downside" factors. The good qualities of other university sites included 

photos, events, alums answering freshmen questions, discussion boards, updates about 

the university web site, travel information on the school (where representatives of the 

university would be and when), videos, scholarship deadlines and information, links to 

blogs, news, favorite sites, college sites, alumni updates, athletic updates and 

information, university news stories and national recognitions, ways to show spirit, how 

to follow the university, updates on faculty, and fun quizzes. Factors that were 
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detrimental or a "downside" to the other university social media sites included having 

few posts or seldom posting, not labeling what videos are about, and pages not being 

monitored by the university. 

Such detailed information about how Sophia University was already being 

portrayed on social media sites, as well as how peer institutions were using social media 

as a tool, was helpful to the creators of the policy in strategizing their approach to 

developing the policy and approaching and convincing university leaders of the need for 

a social media policy. 

Sub-Question (b) of Research Question 1 

The second sub-question examined the development of the policy by asking, 

"What role did the staff, faculty, and administrators play in developing and implementing 

the social media policy at Sophia University?" Two themes, "Process and 

Implementation of the Social Media Policy" and "Risk and Control with Social Media," 

have roles in answering this question. 

Process and Implementation of the Social Media Policy. As described in the first 

sub-question finding, the role of developing the policy was a "grassroots" effort of a team 

of four individuals in the marketing department of Sophia University. Lori describes the 

beginning of the process, where ".. .kind of the push for this really started within our own 

organization. That it wasn't the administration coming to us and saying, 'Oh you should 

have a social media policy.' It was us, being proactive...." Lori's colleague, Doyle, 

expands on the inter-office dynamics of the process: 

[We tried] inside our office to come to a consensus as to what we thought the 
appropriate approach was to social media and then for Phil to develop that same 



kind of consensus with senior university leadership. And then the policy itself, 
once it's complete, acts as an education tool and as a start to conversations with 
people around campus. 

Lori, Phil, and Doyle all agreed that effective leadership, knowledge, and ability 

were key components of achieving the development and implementation of the policy. 

Phil described the need for "the currency of the leadership and know[ing] how to get 

things done," and how those factors lead to "faith and trust in us and me with senior 

leadership so that they have confidence that we know what we're doing." The creators 

also relied on their research ability and their "synergy" or group relationships and 

dynamics as important factors in "streamlining" and developing the policy. The creators 

used strategy and an educational process, including presenting a strategic report that 

outlined the findings of their environmental scan, to help university leaders understand 

the need for the policy and how social media was not just a "trend," but instead was a 

"valid risk" and worth the leaders' "time and energy." 

Doyle describes the steps in the process, stating that the next step after "com[ing] 

to a consensus [inside our office] as to what we thought the appropriate approach was to 

social media, "was for [supervisor] Phil to... 

.. .develop that same kind of consensus with senior university leadership. And 
then the policy itself, once it's complete, acts as an education tool and as a start to 
conversations with people around campus. It helps, I mean, a lot of the issues that 
are addressed here are really common sense, I think, are—okay well all the rules 
that apply in the real world apply in social media, too. But just the power of 
saying that makes it occur to people when it wouldn't necessarily have to begin 
with, so. 

All of the focus group members and two of the individual participants spoke of 

the need for "buy-in" from university employees; although individuals differed in 
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whether "buy-in" was actually achieved on-campus. Abe remarks on the need for buy-in 

but did not feel it was achieved across the campus: 

One of my... frustrations with this policy, and I think it plays out in a couple of 
other ways, is that I felt [the policy] was retroactive, that departments on campus 
were already doing things and then it was this "swoop in," and.... there needs to 
be some kind of forum where those people could maybe contribute into that. 
Maybe that's happened with other people who are more high profile, but again, to 
my knowledge, if we were one of the few that had started some of that, 
incorporate those people into your discussion and decision-making process, if for 
nothing else then to earn "buy-in" from them as opposed to having it feel very 
"big brother" and parental.... 

Abe indicates the lack of "buy-in" from all employees contributed to a sense of 

"paternalism" and an impression that the creators of the policy were more interested in 

acting as "Big Brother" and monitoring social media sites to exert "corrective" or 

"punitive" control. Some participants, however, indicated that there was consultation in 

the process of developing the policy. Both Lucy and Bianca were aware of and 

participated in at least a few communication sessions with the creators of the social media 

policy before the policy's implementation. Bianca shares: 

They wanted to meet with, with anyone who thought they wanted to have a, who 
either had a Facebook site or was planning to get a Facebook site, and we had 
already one.... To be honest with you, when I met with them early on, um, I don't 
believe that they were really using the social media on behalf of the University a 
lot yet. And the reason why I thought that was peculiar, was that they had more 
questions for us about how we used it.. .whi-, which I thought was very 
perplexing at, kind of that, it was like, "well if you have all these questions 
[laughter], then why are you the experts? 

Based on participants' responses, there appears to have been an inconsistency 

across the university setting regarding consultation and obtaining "buy-in." Reaction 

from participants who perceived that "buy-in" was achieved or participated in 

consultation, in general, seems to be more favorably inclined towards the social media 



policy than reactions from those participants who felt "buy-in" and participation was 

lacking. 

The social media policy went into effect less than a year after the initial idea was 

conceived. Phil describes the process of establishing the policy below: 

First of all, I think it's important to understand that the way policy gets established 
in, um, a university is very different from university to university depending on 
their faculty governance structure. Here, um, we really passed this as an 
administrative policy, so for example, a travel policy—so this is what your 
reimbursement's going to be, this is your per diem—we don't run that through 
faculty governance...so we treated it like an administrative policy, which really 
meant that it just went through, sort of, the administrative piece of the house....a 
director or staff member goes to a junior executive like me and says, 'Hey we 
need to move this up the chain.' That person then goes to their vice-president and 
says, 'Hey, this idea, do you think this is a good idea?' 'Oh yeah, this is a good 
idea.' Then that vice-president identifies other vice -presidents and says, 'Think 
this is something we ought to talk about?' 'Yeah, that makes sense.' And then, 
you know, you trot it out to the rest of the cabinet and see how it goes, and then in 
this instance, I think we had an extremely compelling argument that was very 
difficult to refute. 

According to the focus group participants, the policy passed the university cabinet 

because of the policy's "reasonableness," the research of the creators, and the "buy-in" 

from the university leaders. The educational process was important to obtaining "buy-in" 

form the cabinet leaders because due to age and other demographics, many of the cabinet 

members did not use or were not familiar enough with social media. 

The new policy was communicated via email to all university employees and 

included in the staff and faculty handbooks. In addition, a series of web pages on the 

university site were created to give further detail on the policy, as well as guidelines, tips, 

best practices, and explanations. The email was a surprise to several of the participants, 

as indicated in the comments about lack of "buy-in." Participants describe the reaction to 

the policy below: 
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Phil: We didn't really anticipate student media being very interested in this, 
because the policy applies to mostly institutional social media sites and then 
secondarily to faculty and staff. But they were. 

Doyle: But one thing, I think we would agree to do differently if we were in this 
position again, would be to be aware that that kind of reaction was likely .... 
Because it's ironic, we came up with a social media policy and the only people 
talking about it were people sharing links of critical articles about it. Because we 
had not talked about it in social media at all. 

Lori: Another area [where] we also underestimated [reaction], was student interest 
in this, that we assumed, okay this is just really for faculty and staff, for the most 
part. And so, I think students kind of picked up on that and because they felt like, 
"Oh we're being excluded from this," then they made it a bigger, you know, I 
mean I think the potential might have been there if we would have possibly shared 
it at a greater level... 

Phil: ...we just, we didn't put the effort into rolling it out with a 
communications plan the way we would ... for example, when we rolled out our 
smoke free campus, we had an entire communications plan that was very 
carefully planned... it was four pages long of key messages and goals, and.... we 
underestimated ... we let the obvious reasonableness of the policy cloud our 
judgment in that, even though it's reasonable, people are still going to react. 

As the narrative above indicates, the process of implementing the policy lacked a large-

scale communication plan that might have assisted in obtaining "buy-in" and reducing 

any negative reactions and potential conflicts. 

Risk and Control with Social Media. Other participants also commented on a 

sense of "paternalism" or "gatekeeper" mentality in terms of being "monitored" and the 

sense of a loss of "freedom" or "stifling of creativity." The creators of the policy, 

acknowledged that some employees may have felt the policy "was forced upon them," 

however the creators did not perceive the policy as limiting "amendment rights." Rather, 

the policy was more in line with the idea that, "We are going to make you follow the law. 

You can't violate FERPA in real life. You can't violate FERPA in social media." The 



policy expected employees to demonstrate consistency in their "online and offline 

voices." 

Sub-Question (c) of Research Question 1 

The third sub-question examined the actual social media policy and asked, "What 

are the key components in Sophia University's social media policy?" The Sophia 

University Social Media Policy is divided into an introduction and three sections: 

policies, best practices, and institutional social media. It is a formal policy, and provides 

informational foundational support for the policy, as well guidelines and best practices 

for university staff, faculty, and administrators. 

The Sophia University Social Media Policy (2009) prologue section introduces 

the concept of social media as a "powerful communication tool" that can have 

"significant impact on organizational and professional reputations." The document 

cautions users about the risk of "blurring" "the lines between personal voice and 

institutional voice" and the need, therefore, to "enhance and protect" reputations." The 

Sophia University Social Media Policy (2009) requires employees to "follow the same 

behavioral standards online as they would in real life" and to observe the same "laws, 

professional expectations, and guidelines...as in the real world," noting that "employees 

are liable for anything they post to social media sites." 

Section 1 of the Sophia University Social Media Policy (2009) provides five 

policies for using social media sites, including personal sites. Concerns include protecting 

"confidential and proprietary information" (specifically referring to FERPA, HIPAA, and 

NCAA regulations), respecting "copyright and fair use" laws, as well as "intellectual 
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property rights," including the use of university logos. Other documents are listed for 

users to consult for more guidance, including the terms of service for social media sites 

and other university policies, and a contact person is given for further information. Users 

are also prevented from using Sophia University's name or logos "for endorsements." 

Users who violate the Sophia University Social Media Policy (2009) are at "risk of 

disciplinary action or termination." 

Section 2 of the Sophia University Social Media Policy (2009) focuses on six 

"best practices." These practices include "think[ing] twice before posting," "striv[ing] for 

accuracy," "be[ing] respectful," "remembering] your audience," "identify[ing] your 

views as your own," and being cautious in use of photography. Section 3 of the Sophia 

University Social Media Policy addresses institutional social media, specifically, 

referring to posts on behalf of the university and requiring additional actions. Such 

requirements include "notifying] the university" of the creation of any official university 

page or site, designating a full-time employee to be responsible for the site or page, 

"having a plan" (i.e. giving careful thought and strategy to the message, audience, and 

goals), "link[ing] back to university," and "protect[ing] the institutional voice" (Sophia 

University Social Media Policy, 2009). 

Sub-Question (d) of Research Question 1 

The final sub-question of the first research question is similar to the question 

above about key elements and features of the social media policy. The final sub-question 

of Research Question 1 also seeks to determine the most important aspects of the policy. 

The sub-question asks, "What were the primary concerns and goals of the social media 



policy developers at Sophia University?" When asked to name the most important 

elements of the policy, participants stated: 

Doyle: Say on your page somewhere that you are an employee of Sophia 
University, but that what you're saying here isn't in a professional role. 

Phil: We didn't want to be um, bogged down, I don't think, in really technical 
stuff. The policy was not a place for "how to" information. It wasn't a place for a 
whole lot of platform specific information.... because we didn't want to have to 
pass another policy every time what the most popular platform was changed.... I 
tried to guide [it] away from things that I knew would just be. ..barnacles that 
would weigh the policy down and never get it passed. First amendment academic 
freedom, pedagogy, anything that gets in the way of those, anything that suggests 
any fettering.... we started to focus in on, okay, it's really about following the 
norms and cultures of appropriate behavior in real life. 

Lucy: .. .to make sure we are portraying the university and not just individual 
pieces sometimes. 

Bianca: .. .whenever you're going to use the Sophia University name, you just 
need to realize that with that comes great responsibility. 

Abe: I think the content and the accuracy are some of the things. So, is what we're 
sharing accurate? If I say that there is, you know, free tuition, that's not accurate, 
but that could mislead someone....[and be] potentially very detrimentally you 
know, if, if for whatever reason somebody felt they could sue because of that, 
because it was a breach of promise, or anything of that nature, because these are 
still official representations of the University....another way would be just to make 
us look bad in terms of maybe the things that would be posted would be off-color, 
or tasteless, uh, insensitive—none of the things that have any kind of organization 
would want to have thought about them. And so it's those types of things that I 
would feel like the policies were meant to protect the university from... 

Lori: We really want to make sure that people are not using our logo for 
something that's inappropriate or talking about our students in a way that, you 
know, represents the university poorly.' 

Every participant indicated a need to promote the brand and protect the image of 

the university and being responsible and aware of the repercussions of your actions and 

words. The creators of the policy also exercised caution in not including too much in the 

policy that would "weigh it down" or interfere with its adaptability over time. Every 



participant in the study talked about evolving technology and changing social media 

platforms, speculating on how social media might look in the future and how universities 

would use technology in years to come. An ability to adapt to such changes was 

mentioned as a key component in developing the policy. 

Process and Implementation of the Social Media Policy. In the Sophia University 

Social Media Strategic Report (2009), the developers of the policy cited a need for the 

university to develop social media presence and strategy, as well as a need for policies 

and procedures in order to "remain viable and relevant." The authors of the report stated 

that this need would "require constant attention and maintenance... [and] the tactics we 

recommend now will most likely need to be refined and improved over time." The 

authors state, "The most urgent step for [us] to take in the social media space is 

developing guidance for university units, faculty, and staff regarding the appropriate uses 

of these tools." 

Social media was seen as a "tool" and the term strategy or tactics was used 17 

times in 26 pages in the Sophia University Social Media Strategic Report (2009), 

indicating a strong emphasis on strategy and functionality in their authors' developmental 

approach, as well as their perspective on motivations for implementing a social media 

policy. In the Sophia University Social Media Strategic Report (2009), the development 

team also recognized that "new communication opportunities will require an investment 

of staff resources." The team divided their strategy into three tiers within the Sophia 

University Social Media Strategic Report. The first tier addressed the creation and 

maintenance of official social media pages of the university to be managed and 



82 

monitored by the marketing department. The second tier investigated requirements and 

recommendations, best practices, content, interactions, "friend-ing," and monitoring of 

sites. Finally, the third tier provided recommendations on how use social media sites and 

what to avoid. Within the Sophia University Social Media Strategic Report (2009), the 

team sought to 

.. .develop a strategy to monitor [Sophia University]-related groups, discussions, 
and pages in social media [in order to] 1) to gauge compliance with the policies 
and procedures among campus units and 2) to become aware as quickly as 
possible of potentially beneficial or damaging stories or media. This monitoring 
should include sites like Facebook, Twitter, and YouTube, where [Sophia 
University] may have a presence, but also emerging sites where we may not. 

The developers also address staffing needs and goals in the Sophia University 

Social Media Strategic Report (2009), such as including better photos on sites and pages, 

better coverage of major events, reaching out to alumni, developing a "stronger, more up-

to-date presence," posting current and "fresh" content at a frequent but not overwhelming 

rate. 

Goals and Means for Social Media. The rate of postings and the time and staff 

required for regular and relevant postings was a concern of every participant in the study. 

Often, this concern was interwoven with a concern about the ability and comfort level of 

people to post or interact with social media. Time and ability were two factors cited as 

challenges by all participants. These challenges will be discussed in further detail in the 

next section under research question two. 

Research Question 2 

Research question two focused on the implementation process of the social media 

policy and employees' reaction to the policy. This guiding research questions asked, 
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"How has the social media policy been implemented at Sophia University?" This 

question also had two sub-questions: (a) "Have the intended outcomes of the social media 

policy at Sophia University been achieved?" and (b) "How have employees at Sophia 

University interpreted and experienced their social media policy?" 

Sub-Question (a) of Research Question 2 

According to the Sophia University Social Media Policy, the intended outcomes 

included developing a social media presence and strategy, policies and procedures to 

"remain viable and relevant," and "guidance for university units, faculty, and staff 

regarding the appropriate uses of these tools." Furthermore, within the Sophia University 

Social Media Strategy Report (2009), the social media team sought to... 

.. .develop a strategy to monitor [Sophia University]-related groups, discussions, 
and pages in social media [in order to] (1) to gauge compliance with the policies 
and procedures among campus units and (2) to become aware as quickly as 
possible of potentially beneficial or damaging stories or media. 

Evidence of outcomes from these intended initiatives and strategies are depicted in the 

participants' narratives and in an analysis of Sophia University's social media presence. 

In terms of social media presence, the researcher analyzed Sophia University's Facebook 

presence, the most popular social media site for the University, by observing the number 

of fan pages and fans of Sophia University. The number of fans and fan pages indicated 

an increased use of Facebook presence when compared to the data presented in the 

Sophia University Social Media Strategic Report. The analysis showed that fans of the 

main university Facebook page have increased from just less than 5,000 fans prior to the 

policy, to over 30,000 currently. And Sophia University-related Facebook pages have 

increased from less than 25 examples to well over 150 fan pages. 
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In terms of providing guidance, Doyle notes that the policy has created a feeling 

of awareness among employees on campus and serves as a tool for guidance, describing 

how the policy has served as an "education tool" and created awareness of risk and 

caution among employees regarding social media use. Doyle also discusses outcomes of 

the policy in terms of structure and framework, particularly in addressing branding and 

marketing and risk management: 

I think it has given us the structure to avert a lot of problems before they 
happen. Not that it has solved every problem in the world. But it has helped with, 
sort of the tone, and I think people are on notice that you need to at least think 
about what you're doing before you start typing brainlessly. I mean.. .risk 
management was a big part of our strategy going in... 

The implementation process did display inconsistency with how familiar people 

were with the policy and how well they understood it. Participants who were a part of the 

consultation or "buy-in" process stated a knowledge and understanding of the policy, 

while those participants who were not a part of the process, described their knowledge or 

understanding in more negative terms: 

Abe: Um, I'm not a hundred percent certain, and I, I really don't know—I would 
say yes based on what I think that our department has done and what is, I think, 
that's based on university policy. 

Karl: I don't believe that there is a thing called social media....[and] I don't 
believe you need a social media policy. I believe that there's probably a 
professional standard that already applies to that, right. So putting another layer 
on it thing that you don't understand seems to smack more of fear I don't 
understand this, so I'm not going to let anything happen. 

While the policy was approved and implemented, and certain strides and goals 

were met in terms of social media presence and establishing guidelines and a system of 

control, the implementation is an on-going process as Lori shares, "That's where it's 

going to take time.. .convincing people who may not think that it's important, that it is, 



before something happens." Furthermore, there were a few unintended outcomes, as seen 

in some of the negative reactions detailed earlier and the tension with individuals who 

were unhappy with the communication process. The unintended outcomes are discussed 

more in relation to the final sub-question: "How have employees at Sophia University 

interpreted and experienced their social media policy?" 

Sub-Question (b) of Research Question 2 

The interpretation and experience of the policy by employees, while varied, did 

yield several salient points. Tables 1 through 3, seen earlier in this chapter, note the 

occurrence of codes that appeared in at least four of the six transcripts. All of the 

participants discussed the policy and their resulting experience in terms of making 

personal and professional distinctions and boundaries; the need for advertising, 

marketing, and branding; perceptions about guidelines and rules systems; the struggle 

between freedom and control; adapting to evolving technology; a concern for the impact 

and experience of students and alumni; the affects of age and demographics on social 

media use and perception; the ability and comfort with social media; the importance of 

reputation, representation, public relations, and image; and the inevitability and desire for 

adaptability and change in their social media use. 

While not all of the participants experienced a complete understanding of the 

policy, everyone involved in the study could talk about the policy and their social media 

use in terms of risk, liability, branding, and reputation. The implementation process was 

also viewed as ongoing. The implementation process will continue with more 



departments and individuals receiving guidance, clarification, and training and as the 

policy and people both adapt to changing technology. 

Each participant was also able to articulate both a distinction and a blurring of 

personal and professional lines in their social media use, as well as the inherent risks that 

accompany the blurring of boundaries. Everyone discussed the policy in terms of 

branding and reputation and interpreted the policy as a way of protecting the 

"university's message." The tension between freedom and control was expressed in each 

interview session and several participants noted a feeling of paternalism and "being 

watched" or "monitored." Part of the intended outcomes for the policy did include a 

system for monitoring official pages and protecting the brand and reputation of the 

university. Punitive actions due to unacceptable content were included in the actual 

policy and noted by participants, in two cases very negatively in terms of how the 

punitive action is communicated as seen in this quote by Abe: 

Abe: It's this trickle down, and it feels very punitive in some ways, I think 
because it comes through all those chains. If they know that we have a Twitter 
account they should be able also find out who manages that Twitter account. And 
maybe there are other policies in play, but it seems like a more direct 
communication from the person who just saw something that isn't appropriate to 
the brand, to the person who would be monitoring that at the department level, as 
opposed to immediately going to a vice presidential level, and then to the director 
level, and then down to do the staff member level. It just seems, it seems harsh, 
as, and a lot of time wasted....But it, it doesn't., .seem collegial, it seems parental. 

Overall, however, even if people disagreed with the policy or how it was 

communicated, they "understood" it in terms of protecting the university. As Karl 

explained it, "Once you're out in the world, you realize it's not just about like, what you 

want." The social media policy, as presented and interpreted by the participants in this 
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study, is about what is best for the university as a whole and protecting its brand and 

reputation. 

Summary 

Chapter 4 began with a restatement of the purpose and focus of the study, 

followed by a reminder of the research design of the study, a description of the data 

collection and analysis methods, and concluding with the findings of the study, organized 

by research question. The researcher identified four main recurring themes or areas 

within the data: (a) "Risk and Control with Social Media," (b) "Goals and Means for 

Social Media," (c) "Content and Platforms for Social Media," and (d) "Process and 

Implementation of the Social Media Policy." The four themes were composed of 34 

individual codes that appeared in at least four of the six transcripts. 

Both Research Question One and Research Question Two were answered in terms 

of all four themes. Important points include understanding how the policy was developed 

from a grassroots movement within the marketing department, the role of effective 

leadership in the approval and implementation process, the importance of branding and 

marketing, as well as the need and ability to take corrective action, and the effect of both 

obtaining and ignoring "buy-in" from employees and university leaders. Other important 

findings include discussion of concepts such as social media as a "powerful 

communication tool" that can have "significant impact on organizational and professional 

reputations;" the risk of "blurring" "the lines between personal voice and institutional 

voice" and the need, therefore, to "enhance and protect" reputations;" the requirement 

that employees "follow the same behavioral standards online as they would in real life" 



and the mandate to observe the same "laws, professional expectations, and guide lines... as 

in the real world." 

The success of the outcomes and implementation was more of the focus of 

question two. The intended outcomes included developing a social media presence and 

strategy, policies and procedures to "remain viable and relevant," "develop a strategy," 

and provide "guidance for university units, faculty, and staff regarding the appropriate 

uses of these tools. Evidence of outcomes from these intended initiatives and strategies 

are depicted in the participants' narratives and in an analysis of Sophia University's 

social media presence. The implementation process did display some inconsistency with 

how familiar people were with the policy and how well they understood it. Participants 

who were a part of the consultation or "buy-in" process stated a knowledge and 

understanding of the policy, while those participants who were not a part of the process, 

described their knowledge or understanding in more negative terms. The implementation 

process was also viewed as ongoing, particularly as more departments and individuals 

receive guidance, clarification, and training and as the policy and people both adapt to 

changing technology. Chapter 5 will expand on the themes and concepts presented here 

in Chapter 4 and provide a discussion of findings, conclusions, implications, and 

recommendations for future research. 



CHAPTER 5 

SUMMARY, DISCUSSION, CONCLUSIONS, AND IMPLICATIONS 

Chapter 5 provides a summary of the study and focuses on a discussion of the 

study's findings, as well as overall conclusions, implications for university leaders, and 

recommendations for future research. Findings are discussed in relation to the review of 

literature as presented in Chapter 2. In the section on conclusions, the researcher applies 

the theoretical framework for the study, Communication Privacy Management theory 

(Petronio, 2002), to the findings in the study. 

Summary of the Study 

This qualitative study sought to address the challenges associated with the 

growing use of social media by university administrators, faculty, and staff (Wandel, 

2007) through a case study analysis of a university with a social media policy for 

university employees. The study describes the development and implementation of a 

university social media policy for staff, faculty, and administrators through a single-site 

case study analysis and incorporates data the researcher gathered from Sophia 

University's websites and documents, as well as interviews and focus groups with Sophia 

University faculty, staff, and administrators. Excerpts of raw data are presented in 

quotation marks and refer to terminology directly expressed by participants and Sophia 

University documents, such as the Sophia University Social Media Policy (2009) and the 

Sophia University Social Media Strategic Report (2009). 

89 
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Two main research questions guided the study, each with its own sub-questions: 

(1) How did Sophia University develop a social media policy governing social 

networking practices? 

(a) What was the context for developing a social media policy at Sophia 

State University? 

(b) What role did the staff, faculty, and administrators play in developing 

and implementing the social media policy at Sophia University? 

(c) What are the key components in Sophia University's social media 

policy? 

(d) What were the primary concerns and goals of the social media policy 

developers at Sophia University? 

(2) How has the social media policy been implemented at Sophia University? 

(a) Have the intended outcomes of the social media policy at Sophia 

University been achieved? 

(b) How have employees at Sophia University interpreted and experienced 

their social media policy? 

After receiving Institutional Review Board (IRB) approval, the researcher 

conducted four semi-structured, open-ended interviews and two focus group sessions 

with key staff, faculty, and administrators in order to explore each perspective and to 

obtain recollections of how and why the social media policy was developed and 

implemented, as well as its impact on employees and students. All interviews and focus 

group sessions, each lasting between 30 and 60 minutes, took place on campus in either a 
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private office or meeting room setting. The researcher audio recorded all interviews and 

focus group sessions and transcribed the sessions verbatim with the assistance of a paid 

assistant. The researcher checked and verified each transcription and invited participants 

to review and submit corrections and suggestions on their interview transcripts. The 

researcher coded transcripts line-by-line and analyzed documents using the Document 

Protocol in Appendix F. 

Of the 83 initial codes, 12 codes appeared in all six transcripts: (a) knowledge and 

understanding of policy; (b) types of social media; (c) personal and professional 

distinctions and boundaries; (d) advertising, marketing, and branding; (e) guidelines and 

rules systems; (f) freedom and control; (g) evolving technology; (h) students and alumni; 

(i) age and demographics in relation to social media use and perception; (j) ability and 

comfort with social media; (k) reputation, representation, public relations, and image; and 

(1) adaptability and change. The twelve codes identify minor themes that consist of ideas 

and issues discussed by all participants. Additionally, thirteen different codes appeared in 

five of the six transcripts and nine other codes appeared in four of the six transcripts. In 

total, 34 codes appeared in at least four of the six transcripts. The codes were assigned to 

one of four areas or themes: (a) "Risk and Control with Social Media," (b) "Goals and 

Means for Social Media," (c) "Content and Platforms for Social Media," and (d) "Process 

and Implementation of the Social Media Policy." 

Summary of Major Findings 

The researcher answered both Research Question One and Research Question 

Two in terms of all four themes. Understanding how the policy was developed from a 
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grassroots movement within the marketing department, the role of effective leadership in 

the approval and implementation process, the importance of branding and marketing, the 

need and ability to take corrective action, and the effect of both obtaining and ignoring 

"buy-in" from employees and university leaders were key points. Other important 

findings include a discussion of social media as a "powerful communication tool," social 

media's "impact on organizational and professional reputations," the risk of "blurring 

.. .the lines between personal voice and institutional voice," and the mandate that 

employees "follow the same behavioral standards online as they would in real life." 

The intended outcomes of the social media policy included developing a social 

media presence and strategy, as well as policies and procedures to "remain viable and 

relevant." The policy also sought to provide "guidance for university units, faculty, and 

staff regarding the appropriate uses of these tools. Participants' narratives and an analysis 

of Sophia University's social media presence depicted evidence of outcomes from the 

intended initiatives and strategies. The implementation process did display some 

inconsistency with how familiar people were with the policy and how well they 

understood it. Participants who were a part of the consultation or buy-in process stated a 

knowledge and understanding of the policy and conveyed a positive attitude towards the 

policy, while those participants who were not a part of the process, described their 

knowledge or understanding in more negative terms. Participants described the 

implementation process as ongoing, particularly as more departments and individuals 

receive guidance, clarification, and training and as the policy and the employees adapt to 

changing technology. 
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Discussion of Findings 

Findings from the case study support the review of literature in Chapter 2, 

asserting that while social media sites such as Facebook, Twitter, and YouTube 

contribute in unique and useful ways to the mission and goals of higher education, the use 

of such social media sites has also introduced potential problems and ethical dilemmas 

(Roblyer, McDaniel, Webb, Herman, & Witty, 2010; Wandel, 2007). Privacy and safety 

concerns, liability issues, dilemmas involving freedom of speech, challenges in regulating 

posted information, and concerns regarding the possibility of social disruption on campus 

are documented issues involving social media and university employees (Wandel, 2008). 

The increased use of social networking sites (SNSs) (boyd & Ellison, 2007) by 

college and university employees has raised concerns for administrators over legal, 

safety, and ethical issues and while more colleges and universities are instituting social 

media policies (Wandel, 2008), researchers have conducted few studies concerning the 

development and implementation of social media policies. The results of this study will 

provide administrators with a framework for understanding key themes, ideas, and issues 

related to developing and implementing policies that regulate use of social networking 

sites by university administrators, faculty, and staff. University leaders concerned with 

liability and ethical issues regarding social networking site use will be able to draw from 

the results of this study to begin developing and implementing social networking site 

policies in their colleges and universities. 

The researcher based the findings for this study on data organized into 34 minor 

themes based on sub-codes that appeared in at least four of the six transcripts. The minor 



themes were then consolidated into one of four major themes: (a) "Risk and Control with 

Social Media," (b) "Goals and Means for Social Media," (c) "Content and Platforms for 

Social Media," and (d) "Process and Implementation of the Social Media Policy." A 

discussion of each of the themes, and their relationship with the literature presented in 

Chapter 2 of this study, provides readers with a comparison of the study's findings and 

that of previous studies. 

Risk and Control with Social Media 

Social media use enables participants to share information with a large audience. 

In sharing such a large amount of personal information, however, users face potentially 

negative consequences and increased opportunities for embarrassment, harassment, 

identity theft, cyber-stalking and other online forms of personal attacks (Strater & 

Lipford, 2008), as well as by associations with potentially stigmatizing groups or 

categories of information such as sexual orientation (Nosko, Wood, & Molema, 2009). 

One of the major findings of the study revealed participants' concerns with social media 

use. Participants indicated specific issues with privacy and privacy settings, legal 

responsibilities and liabilities, control and ownership, professional ethics and credibility, 

rule violations and mistakes, safety concerns, conflicts-of-interest, caution and risk, 

accountability and responsibility, punitive action and perception, parental or gatekeeper 

perception and monitoring, and the online vs. offline voice metaphor. Participants in the 

study were well aware of the risks associated with using social media and expressed 

concern in a number of ways. 



The creators of the policy stated the impetus for the policy arose out of concerns 

over liability and image, describing the desire for a policy in terms of a need for control. 

As Kaplan and Haenlein (2010) have noted, organizations must recognize an increasing 

loss of control with regard to how people portray and discuss their institution in online-

communities such as social media sites. All participants in the study were aware of 

current faculty, staff, and students who were, as one participant stated, "already doing it" 

in terms of creating and using social media pages, such as Facebook. The social media 

policy enabled the university, according to a participant in the study, to "take ownership" 

of the official university social media pages and, in the language of another participant, 

"established a presence on campus of, 'Okay, we're controlling the institutional pages.'" 

The social media policy enabled the university to address what several participants 

referred to as "risk management" problems where official social media pages 

demonstrated what participants named "violation of terms" and "off-message" material in 

need of "corrective action." 

Other participants cited "fear" and "lack of control" as concerns, however, there 

was also an additional apprehension regarding the loss of freedom of expression and 

creativity. Wandel (2009) has asked, in the context of social media, at what point do the 

first amendment rights to express oneself conflict with or infringe upon the rights and 

privacy of another? Moreover, where are the lines between personal expression and 

professional responsibility? This tension is evident in the participants' interpretation of 

the policy, although the creators of the policy do not view their social media policy as 

one that infringes on the freedom of expression. 



While Crofchick (2009) expressed concern over how admissions departments 

were using social media to monitor student behavior, especially illegal behavior, 

participants in this study did not talk about monitoring students or interacting with them 

online. They also did not express concerns about power disparities (Martinez Aleman & 

Wartman, 2009; Wandel, 2009) or the nature of faculty and administrators' relationships 

with students (Martinez Aleman & Wartman, 2009; Young, 2009). 

Maranto and Barton (2010), in discussing the nature of social networking and its 

users access to private profiles, raised concerns over the blurring of boundaries between 

what is traditionally considered public and private and potential for improper 

relationships, or at least the appearance of improper relationships, among all levels of 

education. This was not a concern explicitly voiced by participants in the study. 

Participants, however, did acknowledge a need for university employees to recognize the 

need for their "offline" and "online" professional voices to show consistency in message. 

This is particularly challenging given how, "research has shown that communications on 

the Internet are less inhibited than public communications, that is, individuals will say or 

do things on the Internet that they would not ordinarily do in real life" (Karl & 

Peluchette, 2009, p. 212). This inhibition, coupled with the public nature of social 

networking sites, as well as a very permeable sense of control and ownership of 

information, creates an environment that challenges the definition of privacy and raises 

concern over what Martinez Aleman and Wartman refer to as voyeurism and impression 

management (2009). 



Institutions are concerned with individual profiles, because they may suffer 

"public embarrassment and lost productivity because of employee Internet behavior" 

(Dowd, 2010). Participants described social media as a "powerful communication tool" 

that, in their own words, can have "significant impact on organizational and professional 

reputations." Sophia University Social Media Policy (2009) cautioned users about the 

risk of "blurring" "the lines between personal voice and institutional voice" and the need, 

therefore, to "enhance and protect reputations." The Sophia University Social Media 

Policy requires employees to "follow the same behavioral standards online as they would 

in real life" and to observe the same "laws, professional expectations, and guidelines...as 

in the real world," noting that "employees are liable for anything they post to social 

media sites." 

Companies and institutions may also be concerned about credibility (McBride, 

2009), intellectual property rights, proprietary information, and harassment. Disclaimers 

delineating personal opinion are essential, so as not to embarrass or threaten a company 

or institution's reputation and livelihood (Dowd, 2010). The social media policy in this 

study requires such a disclaimer. Federal regulations such as the Health Insurance 

Portability and Accountability Act (HIPAA) and the Family Educational Rights and 

Privacy Act (FERPA) require additional restrictions and social media users must be 

cautioned when sharing information that would violate these acts (McBride, 2009). 

Again, the social media policy in the study requires university employees to follow all 

national and state regulations, including HIPAA and FERPA, as well as proprietary 

regulations and social media site terms of use policies. Concerns of the Sophia University 



Social Media Policy include protecting confidential and proprietary information 

(specifically referring to FERPA, HIPAA, and NCAA regulations), respecting copyright 

and fair use laws, as well as intellectual property rights, including the use of university 

logos. The Sophia University Social Media Policy (2009) also prevents employees from 

using Sophia University's name or logos for endorsements. Users who violate these 

policies are at "risk of disciplinary action or termination." Participants' specific concerns 

regarding credibility, branding, and marketing are covered in the next section on goals 

and means for social media. 

Goals and Means for Social Media 

A wide range of college and university departments are incorporating social media 

into their daily activities, including library services, academic and student life 

departments, admissions, alumni and university relations, information technology, public 

relations, and athletics (AMP Associated Marketing Partners, Inc., 2010). Social 

networking sites like Facebook offer opportunities for both individuals and organizations 

to create social capital (Ellison, Steinfield, & Lampe, 2007; Strater & Lipford, 2008) and 

connectivity (Wandel, 2009) through the cultivation of relationships and social support 

(Gangadharbatla, 2009; Waters, Burnett, Lamm, & Lucas, 2009). Organizations, in 

particular, can benefit from social media through advertising, marketing, and branding 

(Asur & Huberman, 2010; Gangadharbatla, 2009). For instance, study groups, academic 

program groups, clubs and organizations, and instructional purposes are just a few of the 

possible uses for social networking (Green & Bailey, 2010). Student Affairs departments 

are using social networking sites to assist students in transitioning to college life 
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(Martinez Aleman & Wartman, 2009), while alumni relations use social media to connect 

with alumni and offer support in terms of job placement, internships, and other 

networking opportunities (Ellison et al., 2007). Official student groups, residence halls, 

and other student communities use social networking sites to recruit, network, promote 

their organizations, and facilitate community (Martinez Aleman & Wartman, 2009). 

Participants in this study narrated similar uses for social media at their university. Every 

participant in the study described the effective use of social media as a means to develop, 

build, expand, protect, and maintain the brand. The concept of "brand" paired closely 

with the idea of reputation or image. Participants discussed the concept of brand in terms 

of something one builds, develops, creates, and protects and social media could be 

helpful in performing those tasks. In contrast, participants described reputation or image 

in terms of something one could damage, harm, or ruin through social media actions. In 

an interview with Brian Shulman, the dean of the School of Health and Medical Sciences 

at Seton Hall University, Prabhu (2010) reports, "The School of Health and Medical 

Sciences has been advancing the branding and reputation of our graduate education 

degree programs in the health sciences and post-medical school residency and 

fellowships programs we offer," he said. "Our application pool for fall 2010 alone has 

increased over 55 percent from last year which, in part, is due to efforts focused on media 

relations and social networking opportunities" (2010, para. 4). The findings of this study 

support research indicating that branding and reputation are key components of social 

media use for higher education institutions. 
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Section 3 of Sophia University's Social Media Policy addresses institutional 

social media, specifically referring to posts on behalf of the university and requiring 

additional actions. Such requirements, according to the Sophia University Social Media 

Policy, include "notifying] the university" of the creation of any official university page 

or site, designating a full-time employee to be responsible for the site or page, "having a 

plan" (i.e. giving careful thought and strategy to the message, audience, and goals), 

"link[ing] back to university," and "protect[ing] the institutional voice." Every participant 

indicated a need to promote the brand and to protect the image of the university by being 

responsible and aware of the repercussions of one's actions and words. In the Sophia 

University Social Media Strategic Report (2009), the developers of the policy cited a 

need for the university to develop social media presence and strategy, as well as a need 

for policies and procedures in order to "remain viable and relevant." The creators of the 

policy stated in the Sophia University Social Media Strategic Report that this need would 

"require constant attention and maintenance... [and] the tactics we recommend now will 

most likely need to be refined and improved over time." The creators state, "The most 

urgent step for [us] to take in the social media space is developing guidance for university 

units, faculty, and staff regarding the appropriate uses of these tools." Social media was 

seen as a "tool" and the term strategy or tactics was used 17 times in 26 pages. The 

development team also recognized that "new communication opportunities will require 

an investment of staff resources." 

Participants also supported research demonstrating that while an increasing 

number of faculty, staff, and administrators are using social media (Mazer, Murphy, & 
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Simonds, 2009), "many faculty and administrators are intimidated by online social 

networking sites and are unsure of how, if at all, to access and utilize groups and sites" 

(Wandel, 2009, p. 207). This concern is more thoroughly discussed in the next section on 

content and platforms for social media. 

Content and Platforms for Social Media 

While the first section of Sophia University's Social Media Policy (2009) focused 

on observing existing laws, policies, and regulations, the second section focuses on six 

"best practices." These practices include "think[ing] twice before posting," "striv[ing] for 

accuracy," "be[ing] respectful," "remember[ing] your audience," "identifying] your 

views as your own," and being cautious in use of photography. The creators of the policy 

conducted an environmental scan that showed what type of social media presence 

competing universities had and the types of social media other schools were using and 

examined other schools' social media presence for number of fans, good qualities, and 

detrimental or "downside" factors. The good qualities of other university sites included 

the following features: photos, events, alums answering freshmen questions, discussion 

boards, updates about the university web site, travel information on the school (where 

representatives of the university would be and when), videos, scholarship deadlines and 

information, links to blogs, news, favorite sites, college sites, alumni updates, athletic 

updates and information, university news stories and national recognitions, ways to show 

spirit, how to follow the university, updates on faculty, and fun quizzes. Factors that 

were detrimental or a "downside" to the other university social media sites included 



having few posts or seldom posting, not labeling what videos are about, and pages not 

being monitored by the university. 

Wandel (2008) states, 

Online social networking sites may become one of the most effective ways to 
engage today's students and to strengthen their bonds to the university in a way 
that improves enrollment, increases retention, and establishes the foundation for 
strong and committed alumni relations, (p. 45) 

But such strengthening, according to participants, requires addressing staffing needs and 

goals such as including better photos on sites and pages, better coverage of major events, 

reaching out to alumni, developing a "stronger, more up-to-date presence," posting 

current and "fresh" content at a frequent but not overwhelming rate. 

The rate of postings and the time and staff required for regular and relevant 

postings was a concern of every participant in the study. Often, participants paired the 

time intensity concern with a concern about the ability and comfort level of people to 

post or interact with social media. This supports research showing that while an 

increasing number of faculty, staff, and administrators are using social media (Mazer et 

al., 2009), "many faculty and administrators are intimidated by online social networking 

sites and are unsure of how, if at all, to access and utilize groups and sites" (Wandel, 

2009, p. 207). Their concerns are well founded, but the issues surrounding social media 

transcend a simple deficiency in computer skills; understanding what is appropriate is 

critical (Wandel, 2009). Time and ability were two factors cited as challenges by all 

participants, while the majority of participants stated the need for appropriate content and 

content that was engaging, relevant, and up-to-date. Sophia University's Social Media 

Policy also addressed the need for relevant content and staffers with ability and "know 



how." Descriptions of these needs were part of the strategic plan to develop and 

implement a university-wide policy at Sophia University. 

Process and Implementation of the Social Media Policy 

The development of new technologies is often one of the factors that will prompt 

policymakers to take action, state Edwards and Sharkansky (1978). Such was the case 

with Sophia University, as study participants noted the use of social media by university 

employees and the resulting challenges and conflicts that led to the need for a university 

social media policy. Mapesela and Hay (2005) have described how new policies 

introduce change and transformation, affecting the culture and community of an 

organization, and requiring effective leadership and management (Newton, 2002). 

Participants Lori, Phil, and Doyle all agreed that effective leadership, knowledge, and 

ability were key components of achieving the development and implementation of the 

policy. As Edwards and Sharkansky (1978) suggested, they identified a problem; set an 

agenda; clarified and ranked their goals; considered options, all pertinent information, 

and the consequences of each option; considered alternatives; and choose the best option. 

Phil also described the need for resources such as "the currency of the leadership 

and know[ing] how to get things done," and how those factors lead to "faith and trust in 

us and me with senior leadership so that they have confidence that we know what we're 

doing." Potential barriers to policy implementation are often related to resources and 

include such factors as authority; time; money; technology; proper facilities; capable, 

willing, and sufficient personnel; and incentives (Edwards, 1980; Edwards & 

Sharkansky, 1978; Mapesela & Hay, 2005). Other factors influencing policy 
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implementation include communication, attitudes, and bureaucratic structure (Edwards, 

1980; Edwards & Sharkansky, 1978). To this list, Newton (2002) added "size, stage of 

development, strategic priorities, blend of organizational politics, and even the particular 

vulnerabilities of a college...." (p. 187). Participants indicated the importance of 

authority by gaining the trust and approval of cabinet leaders. Several participants 

demonstrated capability and willingness by collecting detailed information about how 

Sophia University was already being portrayed on social media sites, as well as how peer 

institutions were using social media as a tool. This information was essential to the 

creators of the policy in strategizing their approach to developing the policy, as well as in 

formulating their approach to university administrators and convincing university leaders 

of the need for a social media policy. 

The creators also relied on their research ability and what one member referred to 

as "synergy" or group relationships as important factors in "streamlining" and developing 

the policy. The creators used strategy and an educational process, including presenting a 

strategic report that outlined the findings of their environmental scan, to help university 

leaders understand the need for the policy and how social media was not just a "trend," 

but instead was a "valid risk" and worth the leaders' "time and energy." All of the focus 

group members and two of the individual participants spoke of the need for buy-in from 

university employees, although individuals differed in whether buy-in was actually 

achieved on-campus. Abe commented on the need for buy-in but did not feel that creators 

achieved buy-in campus-wide. Instead, he indicated that the lack of buy-in from all 

employees contributed to a sense of paternalism and an impression that the creators of the 



policy were more interested in acting as what Abe referred to as "Big Brother," with 

personnel monitoring social media sites to exert corrective or punitive control. Other 

participants also commented on a sense of paternalism or "gatekeeper" mentality in terms 

of being "monitored" and the sense of a loss of "freedom" or "stifling of creativity." The 

creators of the policy acknowledged that some employees may have felt the policy "was 

forced upon them." Such findings reveal how the policy was communicated on campus. 

Communication must be clear, complete, consistent, accurate, and timely, as well as 

directed to the appropriate personnel (Edwards, 1980; Edwards & Sharkansky, 1978). In 

considering hindrances to policy implementation, Edwards suggests, "Policies that are 

new, complex, controversial, highly decentralized, [and/or] crisis-related...are the most 

difficult to implement successfully" (1980, p. 2). In these cases, especially, careful 

monitoring, follow-up procedures, and evaluation are essential to successful 

implementation efforts (Edwards, 1980). 

The new social media policy was communicated via email to all university 

employees and included in the staff and faculty handbooks. In addition, a series of web 

pages on the university site were created to give further detail on the policy, as well as 

guidelines, tips, best practices, and explanations. The email was a surprise to several of 

the participants, as indicated in the comments about lack of buy-in. The process of 

implementing the policy lacked a large-scale communication plan that might have 

assisted in obtaining buy-in and reducing any negative reactions and potential conflicts. 

At Sophia University, not all participants felt proper communication steps 

occurred. While some participants indicated there was a lack of consultation in the 
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process of developing the policy, both Lucy and Bianca were aware of and participated in 

at least a few communication sessions with the creators of the social media policy before 

the policy's implementation. Based on participants' responses, there appears to have been 

an inconsistency across the university setting regarding consultation and obtaining buy-

in. Reaction from participants who perceived that policy leaders achieved buy-in seems 

to be more favorably inclined towards the social media policy than reactions from those 

participants who felt leaders did not garner buy-in and participation evenly among 

university employees. While the creators of the policy appeared to be aware of this 

tension, the researcher did not find evidence that Edwards' (1980) suggestions for 

evaluation and follow-up participation occurred. Further discussion of this discrepancy 

will be covered in the next section on conclusions. 

Conclusions 

This study benefits from an understanding of Petronio's (2002) Communication 

Privacy Management (CPM) theory in terms of how and when people make decisions 

regarding privacy and disclosure. When applied to this study, CPM theory can help 

readers understand how people create and maintain privacy boundaries and privacy 

regulations. Understanding how, why, and under what circumstances individuals choose 

to disclose information could enable administrators to implement effective strategies, 

guidelines, policies, and training for university employees. CPM theory is particularly 

helpful when considering social media because it examines the communication process 

and the flow of information, thus taking into account how individuals negotiate 

information, but also collective negotiation among groups (Petronio, 2002). 



Findings from the study reflect several key concepts in Petronio's (2002) CPM 

theory: boundaries, "lines of ownership," managing the rules of permeability of 

boundaries, the process and criteria for the development of privacy rules, organizational 

privacy, and boundary turbulence. CPM theory delineates between private and collective 

boundaries, emphasizing the need for coordination in managing the flow of information 

and the permeability of boundaries. The term "collective boundaries," as used in this 

theory, refers to systems or groups, such as in a university setting (Petronio, 2002). 

Sophia University's Social Media Policy recognizes boundaries between "official 

university" social media use and personal social media use by individuals and groups. 

Individuals or departments posting on social media sites on behalf of the 

university face greater regulation and less ownership of information than individuals who 

post solely on their personal social media sites. The Sophia University Social Media 

Policy (2009) asks individual employees to make a disclaimer on their personal social 

media postings identifying their views as their own and not those of Sophia University. 

The lines of "ownership" in university social media revolve around the importance of 

university brand and image. The prologue of the Sophia University Social Media Policy 

(2009) introduces the concept of social media as a "powerful communication tool" that 

can have "significant impact on organizational and professional reputations." The 

document further cautions users about the risk of "blurring" "the lines between personal 

voice and institutional voice" and the need, therefore, to "enhance and protect 

reputations." The Sophia University Social Media Policy requires employees to "follow 

the same behavioral standards online as they would in real life" and to observe the same 
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"laws, professional expectations, and guidelines...as in the real world," noting that 

"employees are liable for anything they post to social media sites." The policy also 

prevents employees from using Sophia University's name or logos "for endorsements." 

Concern for building the university brand and protecting the university's image and 

reputation was the impetus for creating the policy and as Petronio (2002) categorizes it, 

the "criteria" for rule development. 

The policy and the participants acknowledged the importance of employees being 

responsible and aware of the repercussions of their actions and words. The permeability 

of social media sites can exacerbate carelessness and thoughtlessness on the part of an 

individual. The creators of the policy, however, exercised caution in not including too 

much in the policy that would "weigh it down" or interfere with its adaptability over 

time. Every participant in the study talked about evolving technology and changing social 

media platforms, speculating on how social media might look in the future and how 

universities would use technology in years to come. Participants mentioned an ability to 

adapt to such changes as a key component in regulating social media policy. Petronio 

(2002) noted that rules change and adapt over time and in particular situations or 

contexts. Moreover, members must negotiate and renegotiate rules, particularly when two 

or more individuals share boundaries such as in colleges and universities. When 

information is co-owned, all members must participate in negotiating, communicating, 

and agreeing upon rules in order to attain smooth coordination. Conflicts may arise when 

there are disputes among members regarding expectations and boundary limits (Petronio, 



2002). "Disclosure," notes Petronio, "...can both enhance and impede workers' 

performance" (2002, p. 170), as well contribute to boundary turbulence. 

Boundary turbulence is the phenomenon that results when the rules for managing 

boundaries, in this case the Sophia University Social Media Policy, do not result in a 

coordinated effort (Petronio, 2002). For instance, one participant felt the policy conveyed 

"paternalism" and gave an impression that the creators of the policy were more interested 

in acting as "Big Brother" and monitoring social media sites to exert "corrective" or 

"punitive" control. Other participants also commented on a sense of "paternalism" or 

"gatekeeper" mentality in terms of feeling "monitored" and the sense of a loss of 

"freedom" or "stifling of creativity." The creators of the policy, acknowledged that some 

employees may have felt the policy "was forced upon them," however the creators did 

not perceive the policy as limiting "amendment rights." The policy did contain a clause 

stating, "Users who violate these policies are at risk of disciplinary action or 

termination." The tension and potential discord in these statements illustrate CPM 

theory's concept of boundary turbulence and the conflict between personal and collective 

notions of privacy. 

Rule acquisition (Petronio, 2002) refers to how people learn rules, explicitly and 

implicitly, often through either socialization or membership in an organization, society, 

or other group, such as a college or university. The implementation process for Sophia 

University's Social Media policy is an example of rule acquisition for the employees at 

Sophia University. In terms of providing guidance, one participant noted that the policy 



110 

created a feeling of awareness among employees in campus and served as a tool for 

guidance, describing how... 

.. .the policy itself.. .acts as an education tool and as a start to conversations with 
people around campus. It helps, I mean, a lot of the issues that are addressed here 
are really common sense, I think, are—okay well all the rules that apply in the real 
world apply in social media, too. But just the power of saying that makes it occur 
to people when it wouldn't necessarily have to begin with, so. 

This participant also discussed outcomes of the policy in terms of structure and 

framework, particularly in addressing branding and marketing and risk management, 

stating, "I think it has given us the structure to, to avert a lot of problems before they 

happen." The implementation process did display inconsistency with how familiar people 

were with the policy and how well they understood it. Participants who were a part of the 

consultation or buy-in process stated a knowledge and understanding of the policy, while 

those participants who were not a part of the process, described their knowledge or 

understanding in more negative terminology. 

The interpretation and experience of the policy by employees, while varied, did 

share several key points. All of the participants discussed the policy and their resulting 

experience in terms of making personal and professional distinctions and boundaries. 

Everyone understood the need for advertising, marketing, and branding, as well as the 

university's need to implement guidelines and rules systems—even if they did not agree 

with the social media policy. Participants also shared in the struggle between freedom 

and control, adapting to evolving technology, voicing a concern for the impact of social 

media on students and alumni, and acknowledging the effects of age and demographics 

on social media use and perception. 
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While not all of the participants experienced a complete understanding of the 

policy, everyone involved in the study could converse about the policy and their social 

media use in terms of risk, liability, branding, and reputation. Participants viewed the 

implementation process as ongoing, and it will continue with more departments and 

individuals receiving guidance, clarification, and training as both the policy and the 

people adapt to changing technology. Overall, even if people disagreed with the policy or 

how it was communicated, they "understood" it in terms of protecting the university. As 

Karl explained it, "Once you're out in the world, you realize it's not just about.. .what 

you want." The social media policy, as presented and interpreted by the participants in 

this study, is about what is best for the university as a whole and protecting its brand and 

reputation. 

Implications 

A university policy regulating employee use of online social networking sites is 

an important aspect in determining the issues, implications, and involvement of 

universities on social media sites (Wandel, 2008; 2009). While some colleges and 

universities are beginning to institute social media policies (Oppenhuizen, 2008; Wandel, 

2008; 2009), many colleges and universities are still lacking social networking rules or 

official social media policies (AMP Associated Marketing Partners, Inc., 2010). The 

creation and implementation of policies and codes of conduct, as well as an integrated 

infrastructure to support such policies, is important to the development of ethical 

behavior and the health of the institution (Kelley & Chang, 2007). 
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This exploratory study provides administrators with an example of a current 

social medial policy, as well as a framework for understanding key themes, consisting of 

ideas and issues related to developing and implementing policies regulating use of social 

networking sites. University leaders concerned with liability and ethical issues regarding 

social media use will be able to draw from the results of this study to begin developing 

and implementing social networking site policies in their individual colleges and 

universities. As universities encounter conflicts with legal, safety, and ethical issues 

surrounding use of SNSs, establishing policies that regulate SNSs usage may provide one 

means for addressing the conflicts and potential liabilities (AMP Associated Marketing 

Partners, Inc., 2010; Wandel, 2009). 

University leaders who are considering developing and implementing a social 

media policy should understand that social media (using the language of the Sophia 

University Social Media Policy) may act as a "powerful communication tool" that may 

have "significant impact on organizational and professional reputations." Developers 

should consider conducting an environmental scan in order to identify their university's 

current social media presence, as well as the social media presence of their competitors. 

Moreover, leaders should develop a strategy for increasing their brand presence and 

conveying the university message. Planning should include understanding the brand, 

knowing the audience, setting goals, and strategizing methods for meeting those goals. 

The social media policy should caution users about the risk of blurring the lines 

between personal and professional persona. Official social media should enhance and 

protect the university's reputation. The policy should require employees, acting on the 
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behalf of the university, to interact on social media sites with the same professional 

demeanor and code of ethical conduct, as they would be required to demonstrate offline. 

Disclaimers delineating personal opinion are essential, so as not to damage the 

university's reputation or brand. The social media policy should require university 

employees to follow all national and state regulations, including HIPAA and FERPA, as 

well as proprietary regulations and social media site terms of use policies. The policy 

should also include statements protecting confidential and proprietary information, 

respecting copyright and fair use laws, as well as intellectual property rights, including 

the use of university logos. The policy should also prevent employees from using the 

university's name or logos for endorsements. Users who violate these policies could risk 

punitive action. The policy should avoid, however, regulations that interfere with 

academic freedom and pedagogy or are too rigidly constructed and prevent adaptation to 

changing platforms and technology. 

Leaders should consider including a requirement to notify the university of the 

creation of any official university page or site in order to maintain consistency and 

awareness of how employees are portraying the university in the online community. 

Leaders should also designate a full-time employee to be responsible for the site or page 

and have strategy to for conveying the message. 

University leaders should be aware of the time-intensiveness of social media. In 

order to remain relevant, individuals should update social media content on a regular 

basis. This may require additional personnel or technology or a change in work 

assignments or scheduling. Leaders should also apply strategy to content, including a 



114 

variety of forms, links, and information on the site, including photographs, event 

information, discussion boards, where representatives of the university will be and when, 

videos, news, alumni updates, athletic updates and information, national recognitions, 

how to follow the university, and updates on faculty. Leaders should also be aware of the 

ability and comfort level of people to post or interact with social media and provide 

training and instructional workshops, tutorials and guides for employees. 

Effective leadership, knowledge, and ability are key components of achieving the 

development and implementation of the policy. Policy developers should have a firm 

understanding of their goals, as well as methods for formulating their approach to 

university administrators and convincing university leaders of the need for a social media 

policy. 

Garnering buy-in from staff, faculty, and administrators is critical in the 

implementation of a social media policy. Communication must be clear and timely. A 

large-scale, carefully constructed communication plan may assist in obtaining buy-in and 

reducing any negative reactions and potential conflicts by clarifying goals and messages. 

Consultation sessions with departments, organizations, and individuals within the 

university will enable better communication and buy-in. Evaluation and follow-up 

discussions should occur in order to adapt and adjust the policy and communication of 

training and guidelines, as necessary. 

Recommendations for Future Research 

1. The first recommendation for future research would be to conduct an anonymous 

Delphi study with individuals who have developed, implemented, or experienced 
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a social media policy at their university or college. This would enable researchers 

to gather consensus regarding the process and components of implementing a 

social media policy. The anonymity would assist researchers in reducing potential 

reticence on the part of participants who may feel reluctant to impart information 

that reveals tension or conflict at their home institution. Some participants in this 

study exhibited such reticence and exercised caution in revealing certain 

information and opinions. 

2. The second area of future research would be to conduct a multi-site case study. 

Using multiple sites would also assist researchers in reducing potential reticence 

on the part of participants who may feel reluctant to impart information that 

reveals tension or conflict at their home institution. Multiple sites would also 

provide researchers with a greater variety of participants and data, as well as the 

ability to compare and contrast the development and implementation processes at 

multiple settings and perhaps discovering the role of size, culture, and other 

university factors. 

3. A third avenue for future research would require researchers to conduct a 

quantitative survey of colleges and universities with social media policies to see if 

their responses align with the findings in this study. 

4. The final area of future research would focus more on the implementation process 

of the policy. Researchers would concentrate on understanding more fully the 

aspects of the implementation process presented in this study's findings: buy-in 

and communication. 
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Summary 

The study described the development and implementation of a university social 

media policy for staff, faculty, and administrators through a single-site case study 

analysis and incorporated data the researcher gathered from Sophia University's websites 

and documents, as well as interviews and focus groups with Sophia University faculty, 

staff, and administrators. Chapter 5 provided a summary of the study and research 

methods, as well as the major findings. In total, 34 codes appeared in at least four of the 

six transcripts. These codes were assigned to one of four areas or themes: (a) "Risk and 

Control with Social Media," (b) "Goals and Means for Social Media," (c) "Content and 

Platforms for Social Media," and (d) "Process and Implementation of the Social Media 

Policy." The researcher applied all four themes in answering both Research Question One 

and Research Question Two and discussed findings from the case study in relation to the 

material presented in the review of literature in Chapter 2. 

The researcher presented conclusions in terms of how this study benefited from an 

understanding of Petronio's (2002) Communication Privacy Management (CPM) theory. 

When applied to this study, CPM theory can help readers understand how people create 

and maintain privacy boundaries and privacy regulations. Understanding how, why, and 

under what circumstances individuals choose to disclose information could enable 

administrators to implement effective strategies, guidelines, policies, and training for 

university employees (Petronio, 2002). Finally, the researcher derived implications from 

the findings and constructed recommendations for university educational leaders, as well 

as recommendations for future research. 
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Informed Consent 
Study Title: Social media policy on campus: A case stud} of the development and 
implementation of a social media policy foi univetsiry administrators, faculty, and staff 

You are being asked to participate in a research study as an employee of 
University. You must be 18 years or older to participate. Before you give your consent 
to volunteer, it is important that you read the following information and ask as mam 
questions as necessary to be sure you understand what you will be asked to do. 

Investigators 
Michelle Brooks Ciarber. M.Div. and doctoral candidate in Educational Leadership at Tift 
College of Education. Mercer University, is the principal investigator, under the Faculty 
Sponsorship of Dr. Edward Bouie of the Tift College of Education at Mercei University. 
Mrs. Ciarber may be contacted at or through email at 

and Dr. Bouie may be i cached at or by email at 

Purpose of the Research 
This research study is designed to provide college and university administrators with an 
example of a current social media policy, as well as a framework for understanding key 
themes, ideas, and issues related to developing and implementing policies regulating use 
of social networking sites. 

Participation Procedures and Duration 
If you volunteer to participate in this study, you will be asked to participate in a personal 
ease study interview or focus group session with the researcher to talk about the social 
media polie> at your universit) and v our experiences w ith its de\ elopment and 
implementation Your participation will take approximately one hour. 

Potential Risks or Discomforts 
There are no foreseeable risks associated with this study If vou fee! uncomfortable at anv 
time during the inters iew process, vou mav refuse to answer anv questions you find 
invasive or harassing You have the right to discontinue participation, either temporarily 
or permanently. 

Potential Benefits of the Research 
This studv will address the challenges associated with the gmwing use ol\ocial media by 
universit; administiators. faculty, and staff. 
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Your permission is needed fot the use of digital audio recording during the ease study 
interview and focus group sessions For purposes of accuracv. the inter, iews and focus 
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groups will he audio-taped. The recording will be used as part of my dissertation study 
and to ensure that 1 have accurately transcribed your comments. Do 1 have your 
permission to tape this interview? 

Confidentiality and Data Storage 
You will be interviewed by Mrs. Garber in a pmate setting utilizing digital audio 
recording. You will be assigned a pseudonym and be described using non-specific 
demographics to protect your identity. Only Mrs. Garber will have access to a 
confidential list identifying the participant with their pseudonym. lndi\ iduals will be 
indentilied in the field notes and on the audio recordings by their pseudonyms. 

All case study interviews and focus group sessions will be transcribed by Mrs. Garber or 
a paid assistant. All field notes and recordings will be kept secure on Mrs. Garber's 
password protected personal computer and in her home office. The home office is 
accessible to both Mrs. Garber and her husband. Only Mrs. Garber. Dr. Bouie. Dr. Sekayi 
(the faculty methodologist), and the paid assistant will have potential access to the 
original recordings. Individuals will be indentified in the field notes and on the audio 
recordings by their pseudony ms. Audio recordings will be destroyed after transcription is 
complete by deleting the digital files from both the recorder and the personal computer. 
Data results will be published as a dissertation. No identifying information such as names 
will appear in any publication or presentation of the data. 

Participation and Withdraw a) 
Your participation in this research study is \ oluntary. As a participant you may refuse to 
participate at anytime without penalty or prejudice from the investigator. Please feci free 
to ask any questions of the investigator before signing this form and at any time during 
the study. To withdraw from the study, please contact Michelle Brooks Garber with your 
request by telephone or email at 

Questions about the Research 
If you have any questions about the research, please speak with Mrs. Garber at ( 

or through email at or with Dr. Bouie at 
or by email at 

Incenth es to Participate 
There are no incentives to participate. 

Reasons tor Exclusion from this Study 
You may not participate in this study if you are not an employee of University. 
You are also excluded from this study if you arc under the age of 18. incarcerated, 
institutionalized, or are emotionally and/or intellectually impaired. 

This project has been reviewed and approved In Mercer I'nhersity's IRB. If you 
believe there is any infringement upon your rights as a research subject, you may 
contact the IRB Chair at Mercer I'niversity, at (478) 301-4101 or 
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Vou have been given the opportunity to ask questions and these have been answered 
to your satisfaction. Your signature below indicates your voluntary agreement to 
participate in this research study. 

Consent 

I. . agree to participate in this research project entitled. 
"Social media policy on campus: A case study of the development and implementation of 
a social media policy for university administrators, faculty, and staff." I have had the 
.study explained to me and my questions have been answered to my satisfaction. I have 
read the description of this project and give my consent to participate, i understand that 1 
will receive a copy of this informed consent form to keep for future reference. 

To the best of my knowledge. 1 meet the inclusion/exclusion criteria for participation 
(described on the first page) in this study. 

Signature of Research Participant Date 

Participant Name (Please Print) Date 

Sianature of Person Obtaining Consent Date 

Researcher Contact Information 

Principal Investigator 
Michelle Brooks Garber. Doctoral candidate 
Educational Leadeiship 
Tift College of Education 
Mercer (Jnivcisity 
3001 Mercer University Drive 
Atlanta. GA 30341 

Faculty Supervisor: 
Dr. Edward Bouie 

Educational Leadership 
Tilt College of Education 

Mercer University 
3001 Vlercer University Drive 

Atlanta. GA 30341 

,kRL-rUmuwi\ IMS . 
\,Vi .•in.. 03j.e4I.Wf 
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Initial Contact Script—Interview 

Subject: Social Media Policy Research Study Invitation 

Hello, 

My name is Michelle Garber and I am currently a doctoral student in Educational 
Leadership at Mercer University in Atlanta, Georgia. I am writing to ask for your help in 
a research study regarding the development and implementation of a social media policy 
at Ball State University. The purpose of this study is to provide college and university 
administrators with an example of a current social media policy, as well as a framework 
for understanding key themes, ideas, and issues related to developing and implementing 
policies regulating use of social networking sites. 

If a recorded interview is possible, I would like to talk with you about your social media 
use and your understanding of how the social media policy at Sophia University was 
created and implemented. The interview would last approximately one hour. All of the 
information you reveal to me in the interview will be confidential and once I have 
transcribed my talk with you, the recording will be destroyed. Neither your name nor the 
University's name will be used in the study and I will assign pseudonyms to both. Please 
let me know if you have any questions and if you would be open to participating in the 
study. 

Initial Contact Script—Focus Group 

Subject: Social Media Policy Research Study Invitation 

Hello, 

My name is Michelle Garber and I am currently a doctoral student in Educational 
Leadership at Mercer University in Atlanta, Georgia. I am writing to ask for your help in 
a research study regarding the development and implementation of a social media policy 
at Ball State University. The purpose of this study is to provide college and university 
administrators with an example of a current social media policy, as well as a framework 
for understanding key themes, ideas, and issues related to developing and implementing 
policies regulating use of social networking sites. 

If a recorded focus group session is possible, I would like to talk with you and a few of 
your colleagues in a group setting about your experiences and understanding of the social 
media policy at Sophia University. The focus group would last approximately one hour. 
All of the information you reveal to me in the interview will be confidential and once I 
have transcribed my talk with you, the recording will be destroyed. Neither your name 
nor the University's name will be used in the study and I will assign pseudonyms to both. 
Please let me know if you have any questions and if you would be open to participating 
in the study. 
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Protocol One — Interview Questions 

1. How are you using social media in your personal and professional life? How do 
others in your department use social media? What types of social media are you 
using? 

2. Why did your university feel the need to develop and implement a social media 
policy? 

3. What do you know about the policy? What does the policy say about using social 
media? 

4. Who was involved in making the social media policy? To what extent were you 
able to give input? 

5. What were the primary concerns and goals of the social media policy developers? 

6. What do you know about the development of the policy? Describe the process of 
developing the policy. What would you have done differently? How did you 
know what was important to include or exclude from the policy? 

7. Describe what you consider to be the most important aspects of the social media 

policy. 

8. How was the social media policy implemented at your University? How was it 

announced? Were publications, workshops, or training made available to 

understand how to use social media? 

9. How did you react to the policy implementation? How did other employees react 
to the policy? 

10. How has the social media policy affected your social media use? Did you make 
changes in how you interact with others, the level of your use, or your privacy 
settings? 
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Protocol Two — Focus Group Questions 

1. How are you using social media in your personal and professional life? How do 
others in your department use social media? What types of social media are you 
using? 

2. Why did your university feel the need to develop and implement a social media 
policy? 

3. What do you know about the policy? What does the policy say about using social 
media? 

4. Who was involved in making the social media policy? To what extent were you 
able to give input? 

5. What were the primary concerns and goals of the social media policy developers? 

6. What do you know about the development of the policy? Describe the process of 
developing the policy. What would you have done differently? How did you 
know what was important to include or exclude from the policy? 

7. Describe what you consider to be the most important aspects of the social media 

policy. 

8. How was the social media policy implemented at your University? How was it 

announced? Were publications, workshops, or training made available to 

understand how to use social media? 

9. How did you react to the policy implementation? How did other employees react 
to the policy? 

10. How has the social media policy affected your social media use? Did you make 
changes in how you interact with others, the level of your use, or your privacy 
settings? 
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Protocol—Document Analysis 

A priori codes: 
advertising, marketing, and branding 
barriers to policy implementation 
boundary turbulence 
collective privacy boundaries 
conflicts of interest 
control and ownership 
cultivation of relationships 
dissimilar boundary orientations 
effective leadership and management 
ethical concerns 
individual privacy boundaries 
information disclosure 
legal responsibilities and liabilities 
privacy dilemmas 
privacy rights 
professional ethics and credibility 
rule violations and mistakes 
rule-based management system 
safety concerns 
superior-subordinate dynamics 
university mission and health 

Process: 

1. Title or emphasis of document 
2. Type of document (newspaper, letter, memorandum, committee minutes, email, 

press release, report, advertisement, census report, other) 
3. Date(s) of document 
4. Length of document 
5. Author(s) or creator(s) of document 
6. Audience of document 
7. Physical characteristics of document (handwritten, typed, notations, letterhead, 

stamped, visuals and charts, etc.) 
8. Writing style and format of document (tone, bias, formal, advocating, 

conversational, other) 
9. Focus or rationale of document (why written, main message, important points, 

key features) 
10. Notes and quotations (key phrases, descriptive texts, etc. 
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