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1. INTRODUCTION

1.1. Study Background

Over the years, the field of strategic managemest seen a shift towards the resource-
based view of the firm (e.g. Barney 1986). At thedamental level, the resource-based
view focuses on the differences based on resourdevement. According to this view,
resource heterogeneity exits among firms. Furtheemaccording to this view, superior
firm performance based on valuable and rare ressur@y prolong over time if firms can
protect themselves from the copying and distributsd these resources. According to the
resource-based view, in order for a firm’'s resouerovide a sustainable competitive
advantage, the resource must be valuable, rareplegnand ambiguous, and there cannot
be strategically equivalent substitute for thisotese that are valuable but neither rare nor
imperfectly imitable (Barney 1991:105-111).

Consequently, there is a growing body of literaiigg. Drucker 1993; Nonaka & Takeuchi
1995; Grant 1996; Argote & Ingram 2000) addres#imagissue of knowledge as a source of
the firm’s competitive advantage. In particular tive emerging knowledge-based society,
competitive organizations are increasingly seerkes generators and transformers of
different kinds of knowledge (e.g. Davenport & Raksl998). This may be partly due to
the shift from resource-based to a knowledge-basmmhomy and the awareness that
managing knowledge successfully can create commetiivantages (Boisot 1998 as cited
in Marshall, Nguyen & Bryant, 2005:41). Building tilme resource-based view of the firm,
scholars have suggested that complex knowledge ishéacit and dependent can be
protected from imitation and diffusion (Berman, Dow& Hill 2002; McEvily &
Chakravarthy 2002). This is because highly compieowledge that is hard to codify and
dependent on specific context or a system of kndgédeis difficult to transfer (Teece,

1977:259). Consequently, valuable and rare complexwledge can be an important



source of superior performance and sustainable ebtive advantage (Spencer & Grant,
1996:8). Human capital resources meet all of thesteria (Wright, Mcmahan &
McWilliams 1994:305-313). Not only does higher giyahuman capital provide value for
a firm, but higher quality human resources are &ase, causally ambiguous and socially
complex, making them difficult to imitate or sulbste (Wright, et al. 1994:305-313).
Human capital refers to the skills and abilitiesimdividuals or the stock of knowledge
within the organisation. While human capital is essary for achieving competitive
advantage, the knowledge held by individuals whialst also be passed along to others in
knowledge flows is necessary for increasing thewkadge stock that will sustain
organizational success (Cabrera & Cabrera 2005:7PBus, knowledge sharing has
become a key concern to organizations, not onlalee of the growing importance of the
value of knowledge work (Hansen 2002; Reagans & WigE2003), but also because of
the increasing recognition that tacit ‘non-codifiedowledge is of more value than explicit
‘codified’ knowledge to the innovation process (haod & Sensiper, 1998, as cited in
Marouf 2007:110.)

Researchers have recently argued that knowledgenghand knowledge acquisition are
important factors for organisational success (€xgnt & Spencer, 1996). Thus, in recent
years, interest in organizational learning, knowgkedharing, and knowledge acquisition
has been increasing. According to Cabrera and @ahb{2002:687-689), knowledge
sharing, or the contributions by individuals to theowledge of an organisation is
increasingly acknowledged as an important resetmic. According to these authors, an
industry survey by KPMG in 2000, 81 percent of kb&ding organizations in Europe and
the United States say they have, or are at leassidering adopting, some kind of
knowledge-management system. The majority of thésas became involved in

knowledge management initiatives with the goal afngng competitive advantage (79
percent), increasing marketing effectiveness (15ey#), developing a customer focus (72

percent), or improving product innovation (64 p&itge



According to Lu, Leung & Koch (2006:15), within amganisation, knowledge is often
shared among employees in the form of various ghked documents, organizational
rules, working procedures, personal experience, lammv-how. Knowledge sharing is
important because it helps organizations promotg& peactices and reduce redundant
learning efforts or ‘reinventing the wheel' (Hans2®02; McDermott & O’Dell 2001:79).
Valuable complex knowledge often originates in wndlial experiences and of perceptions
(Polanyi 1996). Such individual knowledge must &fiere be shared throughout the
organization for it to become a source of compatitadvantage. Hence the process of

sharing complex knowledge within an organizationdmes important (Lu et al. 2006:15.)

1.2. Research problem and research gap

Although it is suggested that valuable, rare anmpiex knowledge can be an important
source of superior performance and sustainable ettiwe advantage, the failure of firms
in their effort to promote knowledge sharing hasrbdocumented in many cases because
employees are reluctant to share their knowledgie ethers even when knowledge sharing
is actively promoted (e.g. Davenport, De Long, &Be1998). A number of reasons have
been given for these failures, such as luck ofttrasd the influence of organizational
culture, (e.g. Davenport, De Long & Beers 1998:60#cDermott & O’Dell 2001:76-85)
or personal concerns of power and self-interestvéigpaa & Staples 2001:164-173).
Furthermore, the transfer of best practices inside firm can be “sticky” or difficult.
Szulanski (1995) asserted that stickiness may heedefrom causal ambiguity, that is the
absence of know-why...why something is done, and wigyven action results in a given
outcome. Szulanski’s research also supports themttat stickiness may be derived from
lack of source motivation to engage in knowledgadfer, the source may be reluctant to
share for fear of loosing ownership or priviledegeyt may perceive inadequate rewards for
sharing, or they may be unwilling to commit the eiaind resources to the transfer. Overall,

Szulanski's (1995) empirical results from the stumfythe origin of internal stickiness



suggest that the major barriers to intra-firm krexge transfer were lack of absorptive
capacity on the part of the recipient, causal ambrgwith regard to the knowledge itself
and an arduous relationship between the sourcéhenecipient. Thus, in order saicceed

in a knowledge economy, organizations need to wtaled the socio-psychological factors
that affect individual's behaviour in knowledge s8hg and develop systematic processes
that create an environment that encourages knowléslgerage. In spite of the growing
volume of research on knowledge management aneffiaet that it has on competitiveness
and innovation (e.g. Drucker 1993) at the intewral level (e.g. Inkpen & Dinur 1998),
most studies on knowledge sharing have been basethoufacturing organizations. Thus,
a major research concern has been with processsvpreduct innovation (cf. Abernathy &
Utterback 1978), or practitioner-oriented literguwn knowledge management referring
mainly to Western experience, which pays attentmtools and methodologies based on

the technical dimension of managing knowledge.

However, according to Kubo et al. (2001:466), thmortance of the social issues (e.g.
Nonaka & Takeuchi 1995) related to knowledge slgarimhich forms the main focus of
some of the knowledge-creation studies of orgaiuiaaf has received less attention. Most
existing studies pay particular attention to maowfang industries (e.g. Nonaka &
Takeuchi 1995), and, by contrast, the service itngusspecially banking, has received less
attention. As observable, the current trend in legmpent seems to show that one in five
individuals is currently employed in manufacturiramd this proportion may continue to
shrink. In addition, the service sector, especidflg provision of financial services is
growing remarkably. Its growth is partly due to therease in the adoption of information
technology, which has enabled many of the firmghis sector, including the banking
sector to deal with the growing size in informatimocessing requirements. Furthermore,
the service industries are more knowledge intendiverefore, more knowledge-related
studies at the micro-level processes of assimiladod learning are needed, as these
processes are central to knowledge managementb(8agh & Swan 1999, as cited in

Kobu el al. 201:466). Thus, examining the condgiomder which knowledge is shared in a
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small Nordic commercial bank will provide added ersfanding of how implicit and
complex tacit knowledge is shared in the organrati

1.3. Research question

The purpose of this study is to examine knowledgegiag practices employed by a Finnish
commercial bank. The study aims to examine the néxte which human resource
management (HRM) practices facilitate and enhakeeaviedge sharing at a micro-level
in an organization. Thus, the main research questd this study are:
1. To what extent do human resource management peacfacilitate knowledge
sharing, and

2. How do HRM practices impact on knowledge sharingao Bank

1.4. Scope and benefit of the study

The paper focuses on HR practices and the socrardiion of knowledge management at
Poro Bank. It provides an emphasis on understantti@gnteractions between knowledge
sharing and (HRM) practices and the role of sodgepological factors in organisational
knowledge sharing. This discussion is limited te ithternal analysis of knowledge sharing
at the bank. The findings from this study may cbuote to the literature on knowledge
sharing at the micro-level from the Finnish perspec The results of study may also serve
as a learning point for Finnish commercial banksitegizing to develop effective HR
practices that enhances organisational knowledgengh

! Poro is a pseudonym; the name of the Bank usthisrihesis has been changed to ensure anonymity.
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1.5. The structure of the thesis

The rest of the thesis is organized as followstiBe@ provides a review of the literature
on knowledge and knowledge sharing (KS) and HRMfmes. In Section 3, the research
site and research methodology are described. ®edtiscusses the findings of the case
study, focusing on the factors that are criticalha bank’s ability to collaborate and share
knowledge. Finally, Section 5 concludes the thesis discusses management implications

and the need for further research.
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2. LITERATURE REVIEW

The literature reviewed for this study can be deddinto three areas: (1) knowledge
sharing, (1a) the role of human resource manageprantices, and (1b) the role of socio-
psychological theories in knowledge sharing. HRMgatice in knowledge sharing being a
relatively new concept, made a review of the liier@ on human resource management
important, while the literature review on the knedde sharing process within
organizations was undertaken to develop the thieatdtackground and rationale for the
study. This section reviews the human resource ganant knowledge sharing literature,
which forms the basis of this study. It begins whidssic a definition of knowledge and a
discussion of explicit, tacit knowledge, and knadge sharing. Following this, a discussion
of HRM practices that according to theory and redeashould be most effective in
facilitating knowledge sharing in organizationgdiscussed. Finally, a theoretical analysis
of the socio-psychological aspects of knowledgerisgabehaviour is provided and the
variables that facilitate or mediate knowledge sttaand related behaviours are identified
to raise the importance of the difficulties asstedawith sharing knowledge. In this study,
the socio-psychological factors are presented asdiating’ the impact on knowledge
sharing.

2.1. Knowledge

Different authors define knowledge differently. Fesample, according to Anh, Baughn,
Hang & Neupert (2006: 465), it is described astifiesl beliefs’. Polanyi (1958) defines it
as ‘valuable information in action’. Davenport &uBak (1998: 5)proposed a quite

comprehensive definition of knowledge:

Knowledge is a fluid mix of framed experience, wducontextual information, and expert insight

that provides a framework for evaluating and incogping new experiences and information. It
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originates and is applied in the minds of knowérsorganizations, it often becomes embedded not

only in documents or repositories but also in oizgional routines, processes, practices, and norms

A review of the literature identified two knowledgenceptualizations: tacit and explicit
knowledge. The tacit/explicit knowledge distinctiogfiNonaka 1994; Polanyi 1966),
examined at either an individual or collective legewvell known in the knowledge transfer
literature. Knowledge has also been categorizedeatarative (know-what), procedural
(know-how), and causal (know-why) (Brown & Dugui®9B; Garud 1997; Ryle 1949;
Sanchez 2001), as well as embodied, embedded, mmtraencultured and encoded
Blackler 1995, as cited in Volkoff, EImes & Stro(@005: 281.) Tacit knowledge was
defined by Polanyi (19§6as knowledge that is non-verbalizable, intuitiveadiculated.

Tacit knowledge is highly context specific and bagersonal quality, which makes it hard

to formalize and communicate (Nonaka 1994: 22).

By contrast, explicit knowledge is knowledge thamh de codified, expressed and easy to be
communicated. Explicit knowledge is defined by ampany’'s policies, systems,
guidelines, and procedures. Gooderham (2007: 3f)iech that as explicit knowledge is
easily transmitted, it is readily copied by comimet and therefore unlikely to be a source
of competitive advantage. In contrast tacit knowksdbecause it cannot be codified, it is
difficult to measure from the outside and has tfogeea stronger potential to generate
distinctive competitive positions (Gooderham (203®). Tacit knowledge is the direct
opposite of explicit knowledge, in that it is nasdy codified and transferred by more
usual mechanisms such as documents, blueprints,peowkdures. Tacit knowledge is
derived from personal experience; it is subjectarel difficult to formalize (Nonaka,
Toyma & Nagata 2000: 15) and as such, tacit knoggeild often learned via shared and
collaborative experiences and as such, learningvlatge that is tacit in nature requires
participation and doing. Tacit knowledge is diffictio transfer particularly when the
knowledge overlap between the source and recijseirhited (Szulanski 1996). Kogut &
Zander (1992: 386) employ a similar distinctionvibmtn tacit and explicit knowledge.

They use the terms ‘know-what' for relatively adfigble knowledge, (i.e. explicit
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knowledge or information), and ‘know-how’ for ‘thaccumulated practical skill or
expertise that allows one to do something smoathly efficiently’ (i.e. tacit knowledge).
Gupta and Govindarajan (2000: 483) have also furtdaborated this distinction by
viewing ‘know-how’ as ‘procedural’ types of knowigel including: (i) marketing know-
how, (ii) distribution know-how, (iii) packaging-dgn technology, (iv) product designs,
(v) process designs, (vi) purchasing designs, aiidnganagement systems and procedures.

The second conceptualization of knowledge critgitee first approach of categorization
knowledge mentioned above as ignoring the mutuedigstituted nature of knowledge
components (Tsoukas 1996). It views knowledge assmeparable from the actions of
‘knowers’ as they engage in daily practices andptexess of ‘knowing’, not knowledge
per se, is the real issue in this practice-based Wolkoff et al. 2004: 281.) These two
views however are not all that exclusive from eattter. Although, knowledge, that which
we possess, and knowing, that which we performutyinopractice are separate, both are
important and enhance each other when we carrgpautasks in the organization. In this
integrated perspective, knowledge on its own, withgractice, is incomplete, and
according to Volkoff et al. (2004: 281), the prazes ‘knowing’ requires knowledge,
without which practice cannot occur. Furthermoreacfice generates new knowledge,
which is the foundation for further knowing (Volkadt al. 2004: 281). Hence, this study
also takes the integrated perspective, and corssineh ‘knowledge’ and ‘knowing’ in the

process of knowledge sharing in organizations.

In this thesis, knowledge is defined as #hplicit job-related information and implicit
skills and experiences necessary to carry out tdsksther words, knowledge is perceived
as more than simply information, and is seen aseeiadd in the skills and experiences of
employees and constructed through social relatipasland interactions (Nonaka &
Takeuchi 1995). From this perspective, this thesissiders the theory of social capital, the
theory of social dilemma, and the theory of soeidthange as important in facilitating and

impacting on employees’ behaviour to share theimvkedge with others. These three
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theories are discussed later part of the literatengew. In addition, this thesis also
acknowledges the embeddedness of knowledge inlssiciectures such as occupational

groups and teams.

2.2. Knowledge as an organizational resource

Prahalad and Hamel (1990:84-91) suggested that dften the quality of people that
personifies the core competency of an organizafidns is because the knowledge and
capabilities of people within an organization amgportant indicators of organizational
competitiveness (Pfeffer 1994:18-19). Accordingbrganizational knowledge and its
sharing has become a topic of great interest anduged a vast diverse body of research
(McEvily & Chakranarthy 2002; Nonaka & Takeuchi 599rsang 2002). Management
literature suggests that the concept of knowleddari broader and richer than the concept
of data or information. Although individual knowlgel is an important organizational
resource, it is the collaborative knowledge thdedeines its sustainable competitiveness
(Hoops & Postrel 1999:838).

According to Prahalad and Hamel (1990:18-19), ajamizational core competencies are
the collective learning of the organization in ternof production, marketing and
technological knowledge that are hard to imitate doynpetitors. Leif Edvinsson and
associates (2004, as cited in Chowdhury 2005:31@)gest that the developing an
organization-wide system of knowledge-base and giagat with effective utilization and
creation of new knowledge is important for innowgatiand performance. Hence, with an
effective sharing process, an organization can ldpveits knowledge-base and
competitiveness (Andrews & Delahaye 2000; McEvily Ghakranarthy 2002, cited in
Chowdhury 2005:312). Consequently, according to v@hmry (2005:312), sharing of

complex knowledge becomes a challenging but esdeasik for developing organizational



16

knowledge. Both tacit and dependent natures of tenknowledge make it difficult to
share. Complex knowledge sharing is considereceta bpiral process, which starts at the
individual level and expands to greater organizeti@ommunities (Chowdhury 2005:312).
According to Nokana (1998:42-45), socialization aodhbination are two of the important
processes through which an organization develagpsknbwledge base that starts with
individual knowledge. Socialization involves excbamnof knowledge between individuals
by observation, imitation, and practice throughoinfal associations during close
professional collaboration. On the other hand, doatibn involves conversion of
disconnected shared knowledge into complex seknholedge-base for the organization
(Nokana (1998:42-45). As both processes requireecelle collaboration between
individuals, effective sharing of complex knowledggn only be achieved in the presence
of a social environment that comprises trust andpeaation (Rastogi 2000:47). Thus,

mutual trust promotes interpersonal complex knoggesharing.

2.3. Knowledge sharing

Knowledge sharing can be defined as ‘a reciprocatgss of understanding, integrating
and sense-making, which is embedded in the aetvitif the organization’ (Willem &

Scarbrough 2002: 4). Based on Storey (2001); Mdq®6D3: 299) stated that knowledge
sharing occurs ‘when people who share a commonogerpnd experience similar
problems come together to exchange ideas and iatom. A knowledge sharing

intensive firm needs to recognize the variety ofrfe of knowledge and understand their
properties, and most importantly, develop the wayshich ‘best-practices’ can be spread
throughout the firm (e.g. Robertson & O’Malley 20@85-251). Szulanski (2000: 10)
suggests that ‘mere possession of potentially \ddunowledge somewhere within an
organization does not necessarily mean that ottuwes pf the organization benefit from this
knowledge’. Knowledge sharing is considered asraportant knowledge management

process within organizational settings and candganded as a system of high division of



17

labour, as it facilitates the integration and reakef specialized fragmented knowledge all
over the firm, thus making possible the productaindifficult and new products and
services. Although the benefits of the knowledgadfer process have been documented in
both inter-organizational (Dyer & Nobeoka 2000) amigla-organizational levels (Baum &
Ingram 1998; Epple, Argote & Murphy 1996), its opization has proven a difficult
challenge (Argote, McEvily & Reagans 2003; Szulars396). Many organizations are
faced with knowledge sharing problems, for examptadies have pointed out problems
that cannot be overcome by investing solely innmfation and communication (Gupta &
Govindarajan 2000; Michailova & Husted 2003; Rugdl®98; von Hippel 1994).

From the literature review, knowledge sharing peafd can be classified into four main
categories: (1) obstacles related to the tacit dsiwe of knowledge (Polanyi 1966),
obstacle resulting in the so-called knowledge kstiess’ (Szulanski 1996; von Hippel,
1994); (2) impediments connected to the economicknowledge sharing (Cabrera &
Cabrera 2002; von Krogh 2003); (3) political flects among organizational members
caused mainly by knowledge status and power imbakar{Gardiner, 2003; Storey &
Barnett 2000); and (4) psychosocial barriers oatimg from employees’ behaviour (
Husted & Michailova 2002). From the literatureisav, it is clear that knowledge sharing
is a far more complicated social process, thangustchnical, information technology (IT)
regulated activity. It comprises a wide range ahptex, highly contextual, and therefore
difficult to control factors embodied in an orgaatibn’s social environment, for example

things like organizational culture, trust and thelity relationship among employees.

2.4. The role of HRM in knowledge sharing

Before discussing the role of HRM practices in kiemlge sharing, it is important to define

human resources and human resource practices. WigtiMahan and McWilliams
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(1994:301) definebuman resourceas the pool of human capital under the firm's antr

in a direct employment relationshidumanresourcepractices,on the other hand, are the
organizational activities directed at managing pbel of human capital and ensuring that
the capital is employed towards the fulfilment afganizational goals. This leads to
recognizing two aspects of human resources, (1)ktleevledge, skills and abilities of

organisational members, and (2) employee behawasuthe mediator in the relationship
between a firm’'s strategy and performance (Wightakt (1994:304-305). It can be

acknowledged that all types of work in organisatiamvolve knowledge in the forms of

employees doing what they know, and how to do whay know. Organisations can be
classified as knowledge-intensive. However, thérmiton between a knowledge intensive
and non-knowledge intensive firm (KIF) is difficutt draw. It is suggested though that the
key differentiator of a knowledge-intensive firmtise dominance of intellectual capital

over physical and/or financial inputs (Swart & Kiear003:63). Quinn (1992: 241) has
expressed a similar view, suggesting that conteargdirm’s core competencies lie more
in its intellectual base than its hard assets. Atiog to Quinn (1992, as cited in Swart and
Kinnie 2003:61), all types of work and work orgaatinns appear to involve knowledge:
employees need ‘know-what’ and ‘know-how’ in order any firm to create sustainable
competitive advantage. Swart and Kinnie (2003:@fines KIFs as the organizations
within a knowledge economy that employs highly Iekilindividuals and therefore create

market value through the application of knowledgedvel, complex client demands.

Consequently, considering the level of highly €dliindividuals, and the complex process
of managing customer-service and the sophisticataiketing research process needed to
come up with novelty products that satisfy customegds and increase market share, the
banking sector can be considered as a knowledgasive firm. It can be noticed that
virtually all public and private enterprises, inding most successful corporations are
becoming predominantly repositories and coordirsatdrintellectual capital. Hence, it can
be argued that knowledge-intensive firm’s compegitadvantage potential resides in the
development of its intellectual capital. Thus igwed that intellectual capital represents a

valuable resource and a capability for action baseknowledge and knowing (Nahapiet &



19

Ghosal 1998:245) and can be defined as a combmatfohuman and social capital

(McElroy 2002:33). A recent stream of research begun to highlight human resource
issues of managing knowledge and some studies suggewledge sharing phenomena
can be better understood by examining whether amddmployment practices impact on
employees’ ability, motivation, and opportunity @agage in knowledge sharing activities
which in turn depend upon cognitive, relational,dastructural social capital. Not

surprisingly, human resource management reseangisod major contribution to the

motivation element of knowledge sharing. Criticalthis appears to be the extent to which
knowledge sharing is embedded in reward and a@brsystems (Hansen 1999). It is agued
that the relative effectiveness of a reward systispends on the type of employees
engaged in knowledge exchange as well as the tiykmowvledge.

Osterloh & Frey (2000:544-546) suggest that firrae manage motivation better than the
market (which relies only on relative prices) byoking an optimal combination of both
intrinsic and extrinsic rewards suitable for difat types of employee groups, and thus
compatible with the different types of knowledgacit or explicit) transferred across and
within those groups. In addition, it is suggestedt thigh levels of employee commitment
can be associated with knowledge sharing tendetisjop 2002:194). Moreover, Leana &
van Buren Il (1999:544-545) suggest that a longnteorientation to employment
relationships, including the provision of job saguiand the promotion of collaborative
work, can build relational contracts between em@ésy and employer and also among
employees. Empirical evidence supports this vielagwsng that a healthy or desired
psychological contract can have a significant pasieffect on employees’ knowledge
sharing behaviours (Patch et &000). Finally, Robertson & O’Malley Hammersley
(2000:247-248) underline the important role of jshatisfaction and fulfilment of
employees’ expectations in encouraging the shavintheir knowledge. Based on these
factors, the key question to answer now is: whatdwu resource management practices will
increase the likelihood that employees will exclekgowledge? Or: what practices will

encourage and facilitate knowledge sharing? The s@stion of the paper discusses some
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of the human resource management, or people mamagepnactices that have been

identified in the review of the literature on hunrasource management.

2.5. HRM practices argued to enhance knowledge shag

A review of the literature has found that the intpot knowledge-sharing factors include
things like culture, procedural justice and peredisupport which an organization might
adopt in order to facilitate and promote knowledbaring. This is because these factors go
beyond traditional HR practices. Table 1 summarid&M practices identified in the
literature review as supporting knowledge sharingctv this thesis propose will foster

knowledge sharing among organizational employees.

Table 1.HRM practices identified as facilitating knowledsjearing.

HRM practice How it facilitates knowledge sharing Authors

Work/facility Open offices, absence of physical barriers, |cbohrman (2003); Robert &

design: location, water-cooler strategies O’Malley (2000); Noe et al

(2003)

Hiring/staffing Hire networks and not just on thaesis of what Chatman (1991); Robert &
people know, hire people who fit the O’Malley (2000); Schneider,
organisation’s culture, and promote (1987); Lengnick-Hall &
communication skills Lengnick-Hall (2003)

Training and Introducing cross-functional and team-based Bandura, (1997); Kang, Morris

development training, introduce formalized orientation and & Snell (2003)

socialization programmes

Rotation programs Acting as natural vehicle follding networks Besser (1996)
that transfer knowledge across organizational
boundaries and develop a global mindset

Communities of Fostering, nurturing, and investing in the Noe et al. (2003); Faraj &

practice development of community of practice. A Wasko (2003); McDermott &
community of practice gives employees a home| O'Dell, (2001)

Performance Adopt developmental evaluations, include McDermott & O'Dell

appraisal knowledge sharing criterion in evaluation (2001);0ldham (2003); Kang
programme sharing et al. (2003)

Compensation and | Combining individual and collective rewards; Robert & O’Malley (200);

rewards rewarding for knowledge Cabrera & Cabrera (2002)
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2.5.1. Work/facility design

The design of the work environment affects thecstmal dimension of social capital by
establishing interdependencies, frequency of iotemas and information flow
requirements among jobs. Work design is, therefare,important tool for enhancing
knowledge flows by leveraging social networks. Famtance, instead of designing stable,
individualized jobs with concrete tasks, work candrganized as a series of assignments

where employees work closely with other employaesarious projects.

Designing work around teams cgive employees the opportunity to work closely vatie
another and thus encourages knowledge sharingcieBpevhen rewards are based on
team results. For example, when teams are givdrbusiness problems to solve and are
held accountable for the results, they would h&eedesire to learn because they know that
achieving positive results requires that team memisearch for information and share
what they find with one another. Hence, organizamgyk around teams would seem to
increase the need for coordination and collabangi@ang, Morris & Snell 2007: 249).

In addition, the interactions required would fdetie knowledge sharing by creating
structural and cognitive social capital, as well eashancing the development of close
relationships that would have a positive effectemployee’s willingness to share their
knowledge. Furthermore, it is suggested that ehasstional teamanay be especially

useful for encouraging the creation of ties withpéagees from different groups (Kang et
al. 2007:249). In their case study of a knowledgensive firm, Robertson and O'Malley
(2000:251) argue that the use of inter-disciplingrgject teams is one of the factors
contributing to the firm's success. It is furthergwed that personal reciprocal
interdependence of work tasks creates a strongiveefor employees to work together to
achieve common goals in addition to facilitatingpeg, cohesive relationships (Kang et al.,
2007:247-250). Thus, again, interdependency shenitdnce all three dimensions of social

capital.
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2.5.2. Hiring/Staffing

According to Schuler and MacMillan (1984:247), hgipractices should take into account
candidates’ values. In addition, Robertson and &y Hammersley (2000:245-246)
suggested that in the hiring process, the orgdnizavould have to consider how the
potential employees’ values will fit with that dfe organization. Person-organizationigit

a hiring practice where emphasis is placed on thepadibility between organization and
employee characteristics. It is often measured arms$ of the similarity between
organizational values and beliefs and individualspeality, values and needs (Chatman,
1991:469-479). In their case study, (Robertson@iialley 2000:245-246) mentioned the
overriding importance that the firm attached toamdidate's potential cultural fit when
making hiring decisions. They reported that the HBnager rejected most candidates as
"not one of us". Selection interviews involved @nt employees from various disciplines
and if only one employee had doubts regarding wdreth not the candidate would fit in’
that candidate was rejected.

According to Schneider (1987), attraction-selectinition model supports the idea that
organizational members tend to hire people who sneilar to themselves. Person-
organization fit tries to organize this processhining people ‘for who they are, not just for
what they can do' (Lengnick-Hall and Lengnick-H&0I03: 137). It is considered that this
practice may be especially important for knowledbaring cultures not only because it
creates a community of shared values, but alsousec#éhe values emphasized can
specifically include the importance of learning adel/eloping more knowledge (Kang et
al. 2003:248). Considering the fact the importantehiring employees who share the
organization's values, recruiting based on emplogésrals is another important practice
for organizations that rely on organization-basethdp (Lengnick-Hall & Lengnick-Hall
2003; Pulakos, Dorsey & Borman 2003). Furthermaasidering the facts from own
working experience, it is most likely that potehaigplicants referred by current employees
are more likely to share the values that the fismooking for. For example, we choose
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friends based on the values they uphold like ouesegltherefore, social capital will be
greater when firms recruit based on referrals b&zaipon entry into the firm, the new
employees would already have ties with at least @meent employee. In addition, it is
most likely that the employee who referred theml wiclude them in his or her social
network as soon as they start working for the cargpar even before joining the
organizational. In addition, there are additiosklls that should facilitate the building of
social capital, such as the ability to work witthets and communication skills. For
example, when we apply for jobs, or when we goafointerview, we are assessed for our
written and oral communication skills, as well axilitative team and collaborative
behaviours. For example, in the case study by Redie and O'Malley (2000:245), panel
interviews were used to assess candidates' abligopmmunicate effectively, as well as

their willingness and ability to share their knodge.

2.5.3. Training and development

Training and education has long been the primacydoof human capital theory. More
recently, researchers have noted the important sbleomprehensive training in firms
attempting to transform their workforces from todabour to knowledge work (Snell &
Dean 1992, as cited in Youndt & Snell 2004:340amebased training will also help build
relationships that are vital for the transfer ofotedge. Cross-training will facilitate
knowledge sharing among employees from differemasrby increasing interactions,
creating a common language, building social tied iacreasing employees' awareness of
the demands of different jobs Cabrera & CabreraDZZ02). Thus, any training that
emphasizes cooperation and builds relationships ngmemployees should increase
knowledge-sharing behaviours. Training in commuica skills should also help
employees to exchange information more effectivépbrera and Cabrera (2002:702).
According to Kang et al. (2003: 247-248), formatizerientation and socialization
programmes are very useful for helping employeesctuire organizational values, norms

and shared cognitive schemata These programmesnuillonly increase interactions
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among employees, but is most like to result in @esth language, closer interpersonal ties,
shared norms and identification with others. Thisttthat results from the relational social
capital formed during socialization processes iseseary for the reciprocity beliefs that

positively affect knowledge sharing (Kang et al020245).

2.5.4. Communities of practice

Communities of practiceepresent another way of organizing work interaxgtithat can
also be very effective for leveraging knowledgewio A community of practice is an
emergent social collective where individuals wogkion similar problems self-organize to
help each other and share perspectives aboutwhek practice, resulting in learning and
innovation within the community (Faraj & Wasko 2081 Communities of practice are
usually self-forming groups that expand across riss units, geographical areas and
functional divisions to connect individuals sharcgmmon tasks or projects. For example,
most communities of practice use Internet or irgtafiscussion groups or other computer-

mediated communications to facilitate the exchasfgdeas and information.

It would therefore seem the interactions that comitres of practice encourage should
increase all three dimensions of social capital.Deltnott and O'Dell (2001:82-83)
suggested that human networks are one of the mgsirtant means by which knowledge
is shared. Based on their study of five companmesik for sharing knowledge effectively,
the authors suggest that knowledge-sharing netwmelisuilt on already existing informal
networks that individuals have formed to get halgmfind out who knows what. These
networks can be legitimized or enabled by givingnthtools and resources to share

knowledge more effectively.
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2.5.5. Performance appraisal

Recognising the predicted impact of the perceiveshefits of knowledge sharing,
performance appraisal and compensation systems iestdesigned to encourage
knowledge-sharing behaviours. Recognizing and rewgrthese behaviours sends a strong
message to the employees that the organizatioev&oowledge sharing. In their study of
five ‘best practice’ knowledge-sharing companiegDMdrmott and O'Dell (2001:81) cite a
number of examples of acknowledging and rewardmgwkedge sharing-or example, at
American Management Systems sharing knowledgeésttly included in the performance
evaluation and knowledge contributions are recaghiwith an annual ‘Knowledge in
action’ award. A better way of encouraging knowkedtharing is to make this type of
behaviour a key for career success. At American ddament Systems employees
understand that sharing what they know by edngatolleagues or helping others is the
only way to build gain respect and be recognised Bsder. This reputation is important
for those who want to gain a leadership positiothivithe firm, There is a general belief
within the company that it is what you share abslbat you know and not what you know
that gives you power (McDermott & O’Dell 2001:81). a second example, work in the
knowledge intensive firms studied by Robertson @ilalley (2000:251) is organized
around interdisciplinary project teams, that is kers drawn from different functional
areas. In this study, consultants are paid a ptagerof the project revenue for each project
on which they work. Any consultant who sells a pobjbecomes the project leader and is
responsible for choosing the consultants who wilken up their team. This creates an

internal market in which consultants sell theillskio each other.

Hence, consultants are motivated to communicate #reowledge base as widely as
possible in order to build up their reputation norease their chances of being chosen for
future projects. Recognizing the value of knowledbaring behaviours in performance

appraisals may also help to reduce the apparehbttsese behaviours.
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2.5.6. Compensation and rewards

One of the reasons often cited for not contributmgnowledge repositories is a reluctance
to spend time on knowledge sharing (Cabrera & Gab§2002:694). Employees believe
that they should spend their limited time on winatytthink to be more productive activities
(Husted & Michailova 2002). It is believed that whéhese behaviours on the part of
employees are directly evaluated and rewarded, @reps are more likely to see them as
an important part of their job responsibilities.thiis is the case, then the time spent on
knowledge sharing will not be considered an opputyucost or time that could have been
spent on more productive activities. Even thouginghs general agreement that knowledge
sharing should be recognized and rewarded (Calei@abrera 2002; Robertson &
O'Malley Hammersley 2000), it must be done withagjiare.

There are a number of pitfalls that may make attertgp evaluate and reward knowledge
contributions backfire. For example, performancaleations should have a developmental,
rather than a controlling focus (Cabrera and Cab2&02:697-698). According to Oldham
(2003), employees will be more willing to shareithdeas in organizational climates that
are safe and non-judgemental. He cites researtlshioavs that individuals who anticipate
developmental evaluations share their creativesideare than those who expect to receive
more critical evaluations. There may be some datigmrgh in using financial rewards to
encourage knowledge sharing. For example, the dangg be that some employees may
view financial rewards as means of controlling andsome cases, financial reward have
been shown to lessen creativity. Offering financebards low in salience may be a good
way to show that the organization values knowleslggring, but not using it as a means to
control the knowledge sharing process. Non-findn@wards may also be perceived as
less salient (Oldham 2003). O’Dell and Grayson 81968) maintain that intrinsic rewards,
such as recognition, may be more effective thanresit rewards for engaging employees
in knowledge-sharing activities. The biggest pasrdrawback of rewarding knowledge-
sharing behaviours is that individual goals andamls often lead to competition among
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employees. For example, research in organizatioiaenship behaviours (OCBs) has
documented what is referred to as 'escalatingetisiip’, where employees compete to be
viewed as better organizational citizens (Bolino T&rnley 2002). Therefore, while
knowledge-sharing behaviours should be evaluated eswarded, evaluation and
compensation systems, in general, should be basedraoup and organization-level
outcomes rather than on individual outcomes (Cabr&r Cabrera 2002: 697-698).
According to Kang et al. (2003:248), appraisal amentive systems based on group or
firm performance and stock ownership programmes$ rgihforce collective goals and
mutual cooperation that should lead to higher kw&# trust necessary for knowledge

exchanges.

2.6. The role of organizational culture in knowledg sharing

According to McDermott and O’Dell (2001:77-84), argzational culture can influence
knowledge sharing in a number of ways. For exantptan influence knowledge sharing
by creating an environment in which there are gfreocial norms regarding the importance
of sharing one's knowledge with others. De Long Ralley (2000:116-125) consider that
organizational culture plays a fundamental roletle creation, sharing and use of
knowledge. They state that one of the major waywhith culture influences knowledge
management practices is by establishing norms degarsharing knowledge. Another
example of the way in which organizational cultimBuences knowledge sharing is the
creating an environment of caring and trust thabismportant for encouraging individuals
to share with others. According to McDermott & OIDE&001:77), knowledge-sharing
behaviours can be carried out in a number of wlaysexample through the organizational
cultural process of socialization, storytelling amiduals Organizations that include
knowledge-sharing behaviours into these experiemnids express the importance of
knowledge sharing to their employees. Examples bgetother employees, especially

managers who take the time to share their knowledtgarly signal that there is a
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knowledge-sharing norm  (McDermott & O'Dell (2001)79 At both
PricewaterhouseCoopers and Ford Motor Company isemmagers strongly and visibly
support sharing knowledge as the way business @ghm@utone. Direct pressure from peers
to participate in knowledge exchange will also tee@orms for sharing (McDermott and
O’Dell 2001:79).

Furthermore, according to (Lengnick-Hall & Lengridiall 2003), having strong norms
regarding the importance of knowledge sharing fag brganization, encouragement of
knowledge sharing requires the creation of a 'caltf caring or of trust and cooperation.
In fact, there seems to be common agreement ttatdaals will be more willing to share
what they know in an open and trusting culture @woort and Prusak. 1998; Faraj &
Wasko 2001; Kang et al. 2003; Leana & Van Buren913obertson & O’Malley 2000;
Zarraga & Bonache 2003). So the question then besphow can an organization ensure
that it has an open and trusting culture? Amongntiost often cited people management
practices believed to create this type of cultueefairness in decision-making processes,
egalitarianism, open communication, and perceivgppsrt from the organization, co-
workers and/or one's supervisor (e.g. Robertson’ &&ley Hammersley 2000:244-251).
All of these practices are expected to affect thkational dimension of social capital
positively, increasing trust and cooperation amoagganizational members and,

consequently, increasing expectations of recipyocit

Fairness In support of those decisions that management aad®, the perceived fairness
of these decisions is likely to affect employeedilingness to share. For example,
employees’ feeling about how they are fairly treagelikely to affect the levels of trust, an
important part of relational social capital. Fass®f rewards system is included among the
supportive human resource practices because #lsigimat the organization cares about the
well-being of its employees and is willing to inves them (Allen et al. 2003:108-114).
Hislop (2002:189-197) suggests fair and equitaleleision-making practices to be one of
the human resource policies that should directiiyémce knowledge-sharing attitudes and
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behaviours. Obviously there will be higher levels taust when employees feel that
organizational decisions are fair. Furthermore,offland his colleagues state that the
‘perceived fairness of an organization’s reward amcbgnition practices plays a very
critical role in encouraging employees to part witke value-creating knowledge' (Flood,
Turner, Ramamoorthy 2001: 1155). Their study of vdeolge workers in the high

technology and financial services industries presiémpirical support for this idea. They
found that equity perceptions led to higher peliocggtof met expectations al work and that
these perceptions were, in turn, positively reldteéeelings of obligation to contribute to

the organization (Flood et al. 2001).

In addition, according to the organization citiz@psbehaviour (OCB) literature, justice
perceptions play an important role in encouragiit@genship behaviours. One of the
dimensions of organization citizenship behaviosrmterpersonal helping behaviour, thus,
a similarity may be drawn between knowledge sharamgl organization citizenship

behaviour if one think about knowledge sharing agkirad of interpersonal helping

behaviour. In this case, the factors of organiratoitizenship behaviour may also be
possible factors of knowledge sharing. In one omgon citizenship behaviour study
conducted by Moorman (1998:353-356), employees dsirated more helping behaviours
when they believed that outcomes such as pay amdgtions were distributed fairly and

when they thought the procedures used lo deterthese outcomes were just (Moorman,
1991:353-356). In their study, justice perceptiomere found to affect organization

citizenship behaviour indirectly through the meidigtvariable perceived organizational
support (Moorman, Blakely & Niehoff 1998). This tksaus to the final variable expected to
affect knowledge sharing by helping to build an ropnd trusting culture; perceived

support.

Egalitarianism Robertson and O’Malley (2000:247-248) suggested tme of the main
factors contributing to the success of the knowgenigensive firm they studied was the
highly egalitarian environment. The organizatioml lbttle emphasis on hierarchy, having
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only one level of management, and the majorityexfision-making process involved large
numbers of consultants. Management communicatetincmusly with employees to keep
them inform of all project developments, and sttbesmportance of open communication.
For example, Snell, Lepak and Youndt (1999) agneé information is likely to be shared
more freely in egalitarian work environments whemsployees are empowered and status
barriers are eliminated. Previous research hasestgg that supportive human resource
practices have positive effects on a number ofleyee behaviours because they signal to
the employees that the organization is willing twest in them and recognizes their
contributions (e.g. Allen, Shore & Griffeth 2003;ayhe, Shore, & Liden 1997). One of the
supportive human resource practices mentioned igloy@e participation in decision-
making. It is suggested that involving employeesmportant decisions-making clearly
sends the message that the organization trusts tbemake these decisions. Thus, in
addition to open communication, an egalitarian emrent in which employees actively
participate in decision-making should encourageviddals to share what they know with

others.

Communication Various researchers have suggested that commuridata valuable tool

for establishing group identity (e.g. Dawes 199Eskick & Brewer 1983; Van Lange et al.
1992, as cited in Cabrera & Cabrera 2002:702). &ragpng communication among
employees regarding the information-sharing prognanshould promote their sense of
belonging to the knowledge-sharing community. Bameple, a top-down, bottom-up face-
to-face discussion provides a rich means for infdfom exchange. Lengnick-Hall &

Lengnick-Hall (2003) explains how co-location, amiging employees together under the
same roof, increases the frequency of interacteoneng workers. This not only leads to
more opportunities during which information candbared, but also increases familiarity,
which can result in shared understanding and fgeliaf community, both of which

increase the likelihood of sharing. In other words-location increases frequent
interactions that results in more effective commation. The knowledge-intensive firm
studied by Robertson and O'Malley (2000:248-25@pgeized the importance of high

band-width communication. The role of informatie@thnology in facilitating knowledge
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exchange in the firm was limited and consultanefgred project teams to work face-to-
face rather than via intranet discussion groups. fifm considered social networking to be
far more important than using formalized databakesther words, while technology is
regarded as useful for facilitating the exchangenédrmation, it should not altogether
replace face-to-face interactions. This type of gamication is important for establishing
trusting relationships (Robertson & O'Malley (20Q2&0). Therefore, it can be said that any
socialization activities that brings employeeslbhlexels of the organization together in an
informal setting, such as playing together on aithléeams, going to the sauna with
colleagues, eating lunch with colleagues or praydh lounge where employees can take
coffee breaks, will provide opportunities for inaseng social capital through top-down,

bottom-up communication.

Perceived support A number of the articles reviewed in this studyesgl on the importance

of support from the organization, supervisor orrpeéor encouraging knowledge-sharing
behaviours (Hislop 2003; McDermott & O'Dell 20014rFaga & Bonache 2003). For

example, McDermott and O'Dell (2001:83-84), inclsideipervisor and co-worker support
as critical work context determinant of creativeadformulation and sharing. While the
authors suggest that supervisor and co-worker stmbmuld contribute to employees’
positive mood states and should result in moretieeadeas, one would also expect that
willingness to share would be positively affected.

In considering the similarity between organizatmtizenship behaviour and knowledge
sharing, a study by Podsakoff, Mackenzie, Paine Bachrach (2000:527-547) found a
significant positive relationship between perceivadjanizational support and helping
behaviours. They also found significant relatiopshbetween interpersonal helping and
both supportive leadership and leader-member exghffPodsakoff, et al. 2000:527-547).
Their findings point to the key role that leadelsypn influencing organization citizenship
behaviours. In fact, they suggest that supporteealsiour on the part of the leader may
actually be what causes the positive relationshepvben organizational support and
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citizenship behaviours. In addition, they statedttemployees who feel they have a
supportive supervisor or positive leader-memberharges are more likely lo report
perceived organizational support, given that in hoases one's supervisor is perceived to
represent the organization. Feelings of supporttriimrie to the creation of an
organizational culture characterized by trust, ees@nd caring, all of which contribute to
building relational social capital. Thus, employeeorking in this type of environment,
where the organization recognizes and values togtributions and where they can count

on fair treatment and reciprocity, should naturéiéymore willing to share and cooperate.

In this section, the thesis has identified HR pcast that is expected will foster knowledge
sharing by creating an environment favourable foarsg, as well as positive attitudes
toward sharing. Each of these practices may akttay affect a number of the socio-

psychological factors identified below as faciimgt or encouraging knowledge sharing

2.7. Socio-psychological determinants of knowledgdaring

This thesis takes the view that in addition to tdfgimg HRM practices that may encourage
and sustain knowledge sharing, it is important dentify the socio-psychological
behaviours that may have impact on knowledge staBarlier studies in this area simply
looked at the impact of individual HR practiceslsas staffing, training, and compensation
in isolation. This thesis attempts to describe phecess through which HRM practices
influence the principal intermediate variables thiimately impact on knowledge sharing.
In short, this thesis is of the view that there Haeen little research examining
intermediating variables through which HR practicray ultimately affect knowledge
sharing. Thus, this thesis takes the view thatetleist a number of intervening variables
that may affect the relationship between HR prastiand knowledge sharing. Thus, this
thesis suggests that socio-psychological factaag ey mediating role in HR-knowledge

sharing relationship. By introducing three theoriieawn from a sociological perspective
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namely: social capital theory, social dilemma tlyemmd social exchange theory, this thesis
hope to provide a better frameladw HR practices drive organisational knowledge slarin
Each of these three theories suggests a numbexctdr$ that may influence knowledge
sharing attitudes, and in addition, they also helgdentify factors that may facilitate
knowledge sharing by creating an environment coweuto sharing. These theories are

now discussed in turn.

2.7.1. Social capital theory

Social capital is a resource that is derived frdose interpersonal relationships that exist
among individuals, organisations, communities,amieties (Bolino, Turnley & Bloodgood
2002: 506). Social capital is considered to belaalde organizational resource because it
facilitates the interactions among organizationahtbers that are necessary for successful
collective action (Leana & Van Buren Il 1999:54Burthermore, according to Nahapiet &
Ghoshal (1998:245), social relationships — and gbeial capital therein — can have an
important influence on the development of intellattcapital. According to Nahapiet &
Ghoshal (1998:244), there are three dimension®afkcapital: (1) structural dimension,

(2) cognitive dimension and (3) relational dimemsio

The structural dimension concerns the overall pattern of relationship fousong
individuals. This includes the social ties or coctians among network members as well as
the overall network configuration, which considdectors such as structural holes,
centralization and density of the network. In othesrds, this dimension involves the
degree to which people in an organisation relat@re connected to each other (Bolino et
al. 2005:56). For example, do employees workingh organisation know one another,
and do they interact and communicate? Social né&twwories (e.g. Hansen, 1999) show
that the structural properties of social relatiopsiconstitute major resources of benefits
derived from: (1) gaining access to valuable infation and knowledge flows; (2) timing —



34

that is ‘the ability of personal contacts to pravithformation sooner than it becomes
available to people without such contacts’ (NahagieGhoshal 1998: 252); and (3)
referrals which provide ‘information on availablppmrtunities to people or actors in the
network, hence influencing the opportunity to congband exchange knowledge (Nahapiet
& Ghosha 1998: 252-253).

The cognitive dimension of social capital refers to the extent to whichpérgee within a
social network share a common perspective or utatedgg. For example, a shared
language and shared stories among network membersrthance strong bonding. Shared
language and narratives increase mutual undersigramong individuals and this helps
them to communicate more effectively (Nahapiet & o€l 1998:. 252-253). The
importance of shared language has been underlipdstukas & Viadimirou (2001:985-
991). These authors mention that individuals’ &pilio draw distinctions within a
collectively generated domain of action is contmgapon the cultural tools they utilise
with language being the most important one. Theterce of shared language (in terms of
both verbal communication and other forms of syntbcbmmunication) is important not
only for being able to transfer knowledge eadilyt also for knowledge integration mainly
through the establishment of common cognitive s@tamand frameworks, such as
metaphors, analogies, and stories, which act asntbans for integrating individual
understandings and experiences. Furthermore, toerenice of a shared vision can
facilitate knowledge sharing and integration amamdjviduals or groups by providing a
purposeful meaning to their actions (Tsai & Ghodle88: 465). A shared vision embodies
the collective goals and aspirations of the memlodran organisation and therefore
organization members who share a vision will beanrlikeely to become partners sharing or
exchanging their resources’ (Tsai & Ghoshal 19%3")4

Finally, therelational dimension concerns the kind of relationships individualsgooups
of individuals have developed with each other tgfotistory of social interaction. The
relational dimension of social capital is charasen by high level of trust, shared norms



35

and perceived obligation, and a sense of mutualtifteation (Bolino et al. 2002:510).
Trust is defined as ‘the willingness to be vulnéeab the actions of another party’ (Mayer,
Davis & Schoormari995: 712), where trustworthiness is ‘the qualitytre trusted party
that makes the trustor willing to be vulnerableéyin & Cross 2003: 3). The existence of
high trust in a relationship produces certain omtes such as cooperation, and sensitive
information exchange (Mayer & Davis 1995:712). Tngsthe extent to which a person is
confident and willing to act on the basis of theré# actions, and decisions of another
McAllister 1995:25). The relational dimension ofcsgd capital deals with the nature or
qguality of interpersonal relationships between eweés in which co-workers like one
another, trust one another, and identify with onetlaer. Interpersonal trust arises from a
belief in the good intentions, openness, competeaod reliability of another party.
Furthermore, research on organisational trust pesvievidence that trusting working
relationships are characterised by greater knoweeslgaring as individuals are more
willing not only to give useful knowledge but alsw listen and absorb others’ ideas and
knowledge (Andrews & Delahaye 2000; Mayer et d995). Since trust implies a
willingness to engage in a risk-taking activity ()4¥a & Davies, 1995:712), it has been also
argued that it can lead individuals to a propenfgityexperimentation with accessing and
synthesising diverse pieces of information and Kedge. This can result in the
development of new intellectual capital (NahapieG&oshal 1998:245).

With regard to knowledge sharing, the first two dgpof social capital discussed above
determine whether or not individuals have the ofyoty to share their knowledge with
others The opportunity to share should therefore be irsgdavhen individuals spend more
time together, not only because increased intemactleads to more frequent
communication, but also because communication eamdre effective due to the fact that
these interactions also result in a shared langaage codes. Hence, the more people
interact with each other, the more they are ablentderstand each when they communicate
and also learn about each others values and wdging things Thus increasing structural

and cognitive social capital should help to faatkt knowledge sharing. Furthermore,
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social ties and shared language should help totecraa environment favourable for
knowledge sharing and enhance knowledge sharingvibmirs.

The third dimension of social capital, the relatibdimension, influences whether or not
individuals have the motivation to share what tHeyow with others. Although the
opportunity to share may exist, an individual may be willing to share. The willingness
or motivation to share will therefore be higher wheamployees trust and identify with one
another. In addition, relational social capital @lohelp to encouragkenowledge sharing
and therefore, trust and group identification sHoehcourage positive attitudes toward

knowledge sharing and enhance knowledge-shariegtiohs and behaviours.

2.7.2. Social dilemma theory

The social dilemma theory describes a situationvimch individual rational behaviour
leads to collective irrationalitfKollock 1998:183). A social dilemma may be chaeaize
as a situation in which members of a group aredfasgh two choices: a cooperative
choice that maximises rewards for the group, andracooperative choice that maximizes
rewards for the individual. The cooperative chabtgays yields a higher payoff, but if all
choose not to cooperate, all receive a smaller fpélyan if all choose to cooperate (Chen,
Au & Komorita 1996:37.) This behaviour can be seethe voluntary provision of public
goods. A public good is a product or service predido benefit a group through a
voluntary contribution of the group members (KokKot998:183). In the consumption of
public goods, individually reasonable behavioudi#o a situation in which everyone is
worse off than they might have been otherwise @kl 1998:183). According to this
theory, as individuals, we are each better off wivenmake use of a public resource, such
as public parks, or public television, without nrakiany contribution (to free-ride on the
contributions of others). However, the problem wilblic goods consumption is that if
everyone acted on this conclusion of free-ridingtba contribution of others, then the

public source would not be provided and we wouldalhurt. For example, if a fisherman
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does his best by catching as many fish as possh#esum of the total outcome of these
individually reasonable decisions can be disastmussequence- fish species would be
depleted to the point of extinction. For examplee turrent fishing quota and embargo
placed on fishing, and the fishing net requiremieytthe European Union is a typical

example of the social dilemma.

In short, if this kind of strategy dominates pedpleehaviour, then no contributions would
be made and therefore, the public good would ngprbgided. Some recent research has
viewed shared knowledge in the organization as ipupbods in which individuals
contribute with their ideas and benefit from thdexdive accumulation of knowledge (e.g.
Cabrera & Cabrera 2002:692-694). According to fitexdture, shared knowledge meets
two important public-goods criteria. First, shatatbwledge is derived exclusively from
employees’ contributions. Second, employees oter the contributor can use the shared
knowledge (Lu, Leung & Koch 2006:17). For examphetechnology-intensive workplace,
knowledge sharing is also often impersonal, as iincreasingly easy for organizational
knowledge to be accessed by employees who have ineat delationship with the
contributor and who may have contributed nothingrikelves. An example in point is the
case of Xerox, where the company has constructddtabase to store contributions of

solutions to problems by engineers which are addes® all other engineers.

Consequently, contributing to organizational knalgie database creates the same type of
dilemma found in other public good situations anayntherefore be subject to the same
social dynamics. Based on previous studies on Isaiiemmas, Cabrera & Cabrera
(2002:695-703) identified three types of intervens that can help to decrease the
probability of knowledge hoardingrestructuring the perceived pay-off function/cost
increasing efficacy perceptions andncreasing feelings of identification with the gmu
The literature on social dilemmas has shown tha& likelihood of an individual
contributing to a public good increases as thep@ate a greater value with the public
good or a smaller personal cost in contributingy.(&ollock 1998). Thus, knowledge
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sharing should be less likely when costs are aagtatiwith sharing, whereas knowledge
sharing should be greater when rewards are assdciith sharing. Therefore, the
probability of sharing should increase when indints perceive that their contributions

make a difference, in other words, their self-eftig is high.

Self-efficacy refers to a person's belief in his or her abitibyperform a specific task
(Bandura 1997, as cited in Lu et al. 2006:17).sltsuggested that the probability of
individuals to share their knowledge will increasenen people believe that their
contribution makes a difference, that is, selfeztty is high. Self-efficacy perceptions refer
to the belief a person has regarding the valuesobhher knowledge, in other words, the
belief in oneself to perform a specific task. Isisggested that if a person believe that the
information he or she posses would be helpful te, they will be more likely to make
the effort to share this knowledge with others.general, perceived self-efficacy can
enhance cooperation and reduce free-riding (ChenkAomorita 1996:41-45) as well as
promote the sharing of knowledge (Cabrera & Cah26G2:698-699).

Perceived cost refers to the cost involved in making one’s knowjedvailable to others.
One reason why people are reluctant to share kKmeiwledge with other is cost verses
benefit trade-off. For example, consider the chdamed by an employee who has had the
opportunity to develop some new skills or methdad,tshe believes, could be very useful
to other co-workers. With relatively little effothis person could brain-storm on the nature
of the new methods, put together a brief documestiibing its rationale and potential
benefits, and distribute the document to her cokexs. The document could help other
people save time, improve results or come up wethnyore ideas that could add value to
the company as a whole. But why should he bothesthFan individual standpoint there
are some benefits, but there may also be significasts. On the positive side, he may gain
expert status within the organization, may recgiublic praise from the top management
or may simply feel personally fulfilled by havingrdributed to other people's professional
development. Yet, as modest as it may be, theeg nsal cost in sharing the idea. For
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example, putting the documents together and matkiagcontribution consumesluable
time that he might otherwise invest in tasks withacer returns (sales commissions,
measurable performance). Also, in organizationshwdt competitive internal work
environment, the contributor of an idea may be m&sg a great deal of personal exposure
by revealing the secrets of his or her own comipetiedge. Depending on the relative
weight of these costs and benefits, some indivilumbly feel that they are better off

hoarding, rather than sharing, what they know.

According to Cabrera & Cabrera 2002:694) when marsagvere asked by the KPMG
study (2000) what problems were preventing emplgyeem taking part in knowledge-

exchange systems in their companies, many of therfirmed that people did not seem to
have enough time to participate, that they save Iigward for sharing their knowledge, or
that they simply thought their efforts were waskeésinventions of the wheel. As happens
in many other public-good situations, it is impottéao note that it only takes but a few
group members to feel this way, for the group tbtggped in a hon-cooperating deficient
mentality. Thus, if the cost (e.g. time spent) ohtributing to a database is lower, the
benefits associated with defecting, (i.e. unwiliegs to contribute) will also be lower.
Likewise, an increase in the incentives associatiéial sharing one’s knowledge will also

increase cooperation. Hence, the closer one cag bet costs to zero, by either lowering
the cost or increasing the benefits of contribytitige less profitable, and thus less

tempting; defecting will be (Cabrera & Cabrera 2693).

It is suggested that one method to reduce percaigsts is simply to make it easier for
people to share information. According to Jarvemgaa Staples (2000people who feel
comfortable with technology are more likely to eggan electronic information exchanges.
Well-designed, user-friendly groupware simplifiég task and reduces the time necessary
to distribute one’s ideas. Another way to redueephrceived costs of sharing information
is for the organisation to make sure that employee® the time and resources necessary

for making their knowledge available to others. Egample, if a project manager in say
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KPMG is allowed to incorporate into the projectisdget the human resources needed to
compile and share the lessons learned during thjeqdy the ‘opportunity cost’ that would

normally be associated with such a task is cleadyiced.

Perceived rewards refer to the benefit associated with sharing oke®vledge with others.
Researchers in social cooperation have proposédtigaway to increase individual pay-
off is through offering selective incentive or redawhich is based on individual's
behaviour. Researchers suggest that in order tease individual incentives to exchange
knowledge, organisations can selectively rewardviddal contribution. The reward does
not have to be monetary, and non-monetary rewaundb 8s social recognition can be
extremely useful incentive so long as they are ipulohfrequent, credible, and culturally
meaningful (Lawler 2000, as cited in Cabrera & @ahr2002:696). A selective incentive
of this kind can change the situation so that $adii@mma no longer exists. In other
words, cooperating with others becomes the normdlaccepted way of doing things, as
receiving the reward maximises the individual's ngabnder collective gain-sharing
programme, employee contributes information todiseretionary database because he or
she values the collective gain that would be resmbiinthe higher the collective gain, the

higher the employee’s bonus.

Furthermore, according to Lawler (2000, as citedCabrera & Cabrera 2002:697), one
potential intervention to increase the value of télective gain would be to combine a
knowledge-exchange programme with gain-sharingamub based on the success of the
knowledge-sharing programme. The reward thus dependthe combined efforts of the
individual and the other employee’s contributiohewdd benefit the work of other group
members, and hence, these contributions shouldiatsease the potential value of the
gain-sharing bonus the employee will receive. lis ttase, an employee is not rewarded
directly for contributing to the shared databadee Totivation to contribute comes from
the fact that the employee will receive a rewarthé knowledge-sharing programme is

successful.



41

Perceived group identity refers to identifying oneself as being members afroup. It is
suggested that individuals who have a greater sehgeoup identification are also more
likely to contribute to their group. Van Lange, WiMessick, & Wilke (1992:20, as cited
in Cabrera & Cabrera 2002:701) suggested that gisentity leads to feelings of we-ness
and personal responsibility, which enhances ssliaet. Thus, both group identity and
personal responsibility act as forms of social santwhich has been shown to be a
powerful way of maintaining cooperation. Axelrod®84, as cited in Kollock 1998:196)
explained that the probability of cooperating imses when (a) interaction among
participants are frequent and durable, (b) paicip are easily identifiable, and (c) there is
sufficient information available about each indivadls actions. For example, it is
suggested that if there are no records of individyzast interactions, there is likely to be
an incentive to free-ride on others contributiortdaese, there will be no way of holding
people accountable for their actions. Howeverndividuals feel that they belong to a
common group, both past and future interactionk wiher group members are more likely

and the identity of other group members is moreroknown.

Specifically, researchers argued that positive rpgesonal interactions can facilitate
knowledge sharing (Newell, Scarbrough, & Hislop @2869) and that promoting a group
identity, increasing the frequency of interactiossgd enhancing communication are able to
facilitate knowledge sharing (Cabrera and Cabr20@2:701). Zeng and Chen (2003:595-
596) made a similar arguments for overcoming thelipugoods dilemma inherent in a
multi-party alliance. These proposed strategies iara way, team-building strategies that
promote a common identity. In summary, it can kd #aat teamwork is able to promote
communal working relationships characterized byptuhess and responsibility; thereby
facilitating knowledge sharing behaviours. Consigknowledge as a public good within
an organization, these factors would be expecteaaffext the inclination of individuals to
share knowledge with others. Therefore, it can becluded that low perceived cost,
perceived rewards; self-efficacy and group idecaiiion will encourage positive attitudes
toward knowledge sharing and will, therefore, emeaknowledge sharing intentions and

behaviours.
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2.7.3. Social exchange theory

According to social exchange theory (Blau 1964¢ited in Cabrera & Cabrera 2006:723),
individuals regulate their interactions with othedividuals based on a self-interested
analysis of costs and benefits. These benefits neetle material in nature, as individuals
may engage in s relationship under the expectatiaeciprocity in the future, that is, an

expectation that the favour will be returned in faire. This expectation is regulated by
trust. Davenport and Prusak (1998) have examinedwlaidge sharing from this

perspective and suggested some of the perceiveefitsethat may regulate the future

behaviourfuture reciprocity, status, job securiby promotional prospects

Reciprocity is central to the to the social exchange theorye Tlorm of reciprocity
obligates people to respond positive to favourdt#datment received from othe(Blau
1964; Gouldner 1960, as cited in Eisenberger, Cumgs)i Armeli, & Lynch 1997).
Reciprocity requires employees to respond positivel favourable treatment from their
employer. Consistent with this view, Rousseau (198®0, as cited in Esenberger et al.
1997:812) found that many employees believed tiney tand their work organisation had
reciprocal obligation that exceeded formal resdahtes by both parties. Rousseau
characterised this psychological contract as anigihmunderstanding by employees that
they and their employer will consider each otheeds and desires when taking actions
that affect the other. Continued reciprocationasfaurces beyond those required by formal
agreements would strengthen the psychological aontin contrast, the employer's failure
to fulfil the terms of the psychological contracowid reduce employees' inclination to
work beyond their explicit job responsibilities (Bleson & Morrison, 1995; Rousseau &
Parks, 1993, as cited in Esenberger et al. 199).:&i%nberger, Huntington, Hutchison,
and Sowa (1986, as cited in Esenberger et al. 829y suggested that employees form a
general perception concerning the degree to whith organization values their
contributions and cares about their well-beingadidition, Bock and Kim (2003), explicitly
studied reasons for knowledge sharing and reswlts their field survey of 467 employees
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in four large organizations showed that 'anticigateciprocal relationships' and 'perceived
personal contribution to the organization' were itiegor determinants of the individual's

attitudes towards knowledge sharing.

Status symbols such as executive dining rooms, reserved parkicggand corner offices
create physical barriers to communication as welksacial subdivisions. Elimination of
status symbolsn the organisation is one way which employeeslliatesels can easily
mingle together and exchange information. High eespor hierarchy and formal power
can lead to lead to employees deliberately hortteg knowledge in order to hold on to
their position and power. In addition, inequality Status among organisational members
can also be a strong barrier for sharing knowledzgpecially from lower levels. For
example, this barrier is reinforced when memberghef organisation have to draw on
different knowledge bases and ways of analysing ass#ssing information. Also, lower
and middle level employees often hoard their kndgteintentionally, expecting that their
superiors may not promote them if they appeardzetmore knowledgeable than them. For
example, Michailova and Husted (2002:66) conclutiet Russian managers are often
resistant to, and dissatisfied about, working widople from hierarchically lower levels
and even more so learning from them. Consequeelipinating status symbols should
promote cross-level interactions by breaking dovemribrs between people. In a like
manner, many hierarchical levels can also fosteeranronment of great power distances
which create communication barriers. Therefordtetaorganizational structures (i.e., ones
with fewer levels of hierarchy) should increasecaganization's capacity to quickly share

and leverage knowledge.

Job security can also be potential barriers in knowledge slgar@specially in an

employment situation where employees are not duvataheir future with the company, or
uncertain about the sharing objectives and intentheir senior management. Most
organisation today in their quest to cut down asploy people on short-term contract
bases. Therefore, people who think that they hgentsso much time and money on



44

education are not willing to share what they knoihwthers if they think the organisation
IS not going to keep them for the long-term. In esrebncourage knowledge sharing,
organisations can therefore offer employees long-temployment contracts and provide
them with training, tools and caring working envineent that make them feel they are

valued by the organisation.

2.8. Summary of literature review

Together, these theories suggest a number of fathat may facilitate and encourage
knowledge sharing among employees: social tiesatiems and frequency of interactions
with other employees, a shared language, trustypgrdentification, perceived cost,
perceived rewards, self-efficacy, reciprocity, ssasymbol and job security. A summary of
the factors deemed to facilitate and enhance krdyelesharing in this thesis is provided in
Figure 1 on page 45. The recognition that the caatimn of high-quality human capital
and high-quality social capital is critical to coetipive advantage in the knowledge
economy (Lengnick-Hall & Lengnick-Hall 2003: 62)rceepresent a significant departure
from a conventional human resource managementdtegic human resource management
by acknowledging the importance of social relatiops and social capital therein. Based
on the above, it is thus suggested that knowledgensive firms can gain intellectual
capital advantage by combining their human capidiziantage (i.e., employees’ capacity to
acquire and apply effectively new knowledge, caliteds and skills) and social capital
advantages (i.e., the quality of social relatiopsh+ enabling employees to communicate
useful knowledge). Specifically, it suggests thatmlan resource practices should aim at
contributing to the simultaneous development of aonand social capital advantages,
which in combination constitutes knowledge sharifsg.can be observed in FigureHR
practices do not drive knowledge sharing diredtlyt rather through the intermediaries of
social capital, social dilemma, and social exchargé therefore important to reiterate

how HR practices drive these intermediaries, whichurn drive knowledge sharing.
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practice > *+  Self-efficacy Knowledge
« Performance +  Perceived cost Sharing
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\ Social Exchange:
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e  Status symbol

¢ Job security

Figurel. Summary of literature review

With regard to the to the interconnection betwe&hgtactices and structural social capital,
and its implications for HR management, Brass & iaaba (1999) identify five areas

including: recruitment and selection (based ongiridy the personal networks of employees
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for attracting and hiring job candidates); socatisn (early connections in the
organisational network can lead to enhanced samaital); training (similar training
experiences can contribute on building connectiansoss diverse and heterogeneous
groups in anticipation of the future formation abss-functional teams); performance
management (performance can be improved when thgorle structure matches the
information processing requirements); and careeveldpment (mentoring plays an
important role as strong connections to a mentor lead to increased access to the

organisational network resulting in career advarerin

In addition, a review of the literature concernthg link between HR practices and social
capital suggested that HR practices can contrilbuitéhe formation of cognitive social
capital necessary for knowledge sharing by: intobay ‘cultural fit' criteria in the
recruitment and selection processes that can etisair@rospective employees are capable
of demonstrating a knowledge sharing potentialimgtess, cross-functional team-working
skills, and collaborative spirit (Robertson & O’'Ni&f Hammersley 2000:244-251; Swart &
Kinnie 2003:64-73). Training in team building wilicrease levels of structural, cognitive
and relational social capital which will also hetp stimulate knowledge-sharing
behaviours. Other HR initiatives that can increasgnitive social capital include the
development of self-development programmes, andnsmhagement team-working, and
also the creation of a cultural environment chaased by informality, egalitarianism, and
active employee involvement in decision making (&tdon & O’Malley Hammersley
2000:248).

The relational dimension of social capital inclugeared norms and identification with the
group. Hence, in order to increase the probahilithhaving high levels of relational social
capital among employees, recruitment and selegirantices directed towards identifying
and recruiting individuals who will have a higheopability of agreeing on the same way
of doing things and identifying with one anotheogld facilitate knowledge sharing. This

will most likely occur among individuals who shaienilar values.
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With regards to the social dilemma theory andnterrelationship with HR practices and
knowledge sharing, the literature review identifieslo factors that may inhibit the
willingness of employees to share their knowledgth wthers: greed and self-efficacy.
Greed refers to the desire to obtain the best plessutcome for oneself, or the desire to
enjoy other’s contribution without cost. Self-eHiy refers to a person's belief in his or her
ability to perform a specific task (Bandura 1993 cded in Lu et al. 2006:17). One way of
enhancing self-efficacy levels among employeeseoto facilitate knowledge sharing is
through training. Cabrera and Cabrera (2002:70Qpested that a solution to increasing
employees’ perceived efficacy is through trainifgese authors stated that employees may
not feel that their contribution are helpful- laok information efficacy, or they are not
convinced that other employees will receive thenmfation that they contribute- a lack of
connective efficacy Cabrera (2002:700). Thus, thee wf extensive training and
development programmes will help increase geneeakl$ of self-efficacy among

organizational employees.

Sometimes, employees may not recognise the valwehaf type of experience is worth
sharing, or may not know how to express their éepee in wordslincreasing efficacy
includes the provision of feedbacks to contribut@rssuring critical mass of participants,
and the provision of advanced technologies anchitrgi Hence, training that makes
employees aware of the type of information thamisst useful, and how to present that
information so that it is most helpful to others ulb be likely to increase levels of
information efficacy (Cabrera & Cabrera 2002:70Bjoviding feedback to employees
about the usefulness of their information to othvatstherefore make employees feel more
assured of their abilities, and will thus be moiéing to exchange their knowledge with

others.

With regard to greed or perceived cost, social ndifea research has shown that
manipulations that reduce greed result in more eradjve behaviours (see Komorita and
Parks ch.3). Consequently, HR practices that prenwollective action and maximises
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collective gains should reduce greed and thus eageuknowledge sharing. Hence,
Cabrera and Cabrera (2002:965) recommended rasingtthe pay-off function by
instituting rewards or selective and gain-sharimggpammes, and alignment of human
resources policies with participating knowledgerstta Thus, knowledge sharing can be
increased if a selective incentive or reward i@ that is contingent on individual
behaviour. A selective incentive of this sort cdrmamge the situation so that a social
dilemma no longer exists and cooperation behaviewsld thus become the accepted
norm, because receiving the reward maximises iddali gain and as a result individual
and collective interest coincide (Kalman 1999, iésdcin Cabrera and Cabrera 2002:696).
This is because, if the value of the collectivengaigreater for the individual than the cost,
then the incentive to cooperate will increase. Agtie social dilemma disappears, because

the accepted norm is to cooperate in the hope &fmising the collective gain.

Concerning the social exchange theory and its riglegronship with HR practices and
knowledge sharing, research suggest that individrteggulate their interactions with other
individuals based on a self-interested analysisast and benefits. Central to the social
exchange theory is the norm of reciprocity, whidhigates people to respond positive to
favourable treatment received from others (Blau 419&ouldner 1960, as cited in
Eisenberger, Cummings, Armeli & Lynch 1997). Thermoof reciprocity requires
employees to respond positively to favourable teait from one’s employer. Thus, HR
initiatives that may facilitate knowledge sharintclude: future reciprocity, status, job
security or promotional prospects, procedural gasin performance appraisal decisions
and fair treatment to employees. Thus from thispective, an employee may be willing
to share his or her knowledge with others if hesloe trusts that his or her action will be
returned in the future, or the organisation strgngllues his or her contribution and cares

about his or her well-being.

In summary, this section of the thesis has reviewes literature on human resource
management practices and the theories on knowlgtly@ng. Hunan resource management
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practices perceived as facilitating knowledge sitarivere identified and discussed.
Furthermore, three socio-psychological theoriescgieed as having impacting on
knowledge sharing were discussed to provide a Ileroadchderstanding of socio-
psychological factors that affect individuals’ beiwaur in knowledge sharing in the

organisation. In the next section of the thesis,rédsearch site and methods are described.
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3. RESEARCH METHODOLOGY

Methodology describes knowledge about different rapghes one may adopt when
conducting research, the rationale behind the ehoica particular approach and the
consequences that choice may have on the redutiatlines the methodology to be used
and the theoretical basis behind the approach adopnd their definition for the

understanding of the reader. The research methggab this thesis starts with a brief

outline of some common research approaches useithdorollection of the relevant data
and the selection of the appropriate research rmdethbe methodology section includes
discussion around the research approach, reseasgngddata collection, data analysis, and

research quality criteria.

3.1. Research approach

The research approach is often either qualitativequaalitative. The qualitative and
guantitative methods refer to the means througlthvbne want to discuss and analyse the
selected data (Patel & Davidson 1994). Both appreschave their strengths and
weaknesses and neither one of the approaches cheldbdetter than the other one. The
best method to use for a study depends on thaty'stugsearch purpose and the
accompanying research questions (Yin 1994:7). Atiiadive approach implies the search
for knowledge that will measure, describe, and @&xpkhe phenomena of our reality.
Quantitative research is often formalised and wtlictured. It is usually associated with
the natural science mode of research; data is faive, and obtained from samples and
observations seeking for relationships and pattdraiscan be expressed in numbers rather
than words (Tull & Hawkins 1990).
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In contrast, a qualitative research is the seamh khowledge that is supposed to
investigate, interpret, and understanding the pmama by means of an inside perspective
(Patel & Tebelius 1987). Furthermore, Yin (1994s8ates that qualitative methods are
often related to case studies, where the aim iedeive thorough information and thereby
obtain a deep understanding of the research probf@mlitative research is softer, and
explores why people act or think the way they dawl i3 most effective when ‘open ended,’
as in focus groups or in in-depth interviews. Theppse of this study was to examine the
extent to which HR practices facilitate and enhakmewledge sharing in an organization
hence; thanethodological choice for this study is guided rhaby the research question:
to what extent do HR practices facilitate knowleddmaring, and how do HR practices

impact on knowledge sharing at Poro Bank.

According to Yin (1994:15), case research is paldidy useful when the phenomenon of
interest is of a broad and complex nature and, dyeiscbest studied within the context in
which it occurs. Thus, this study adopts a pasitigpproach to the case, which implies a
prior assumption that there are discoverable wmatips between HR practices, socio-
psychological factors and knowledge sharing. YiA94:4-5) also distinguishes between
exploratory, descriptive or explanatory case stwdiéccording to Yin (1994: 6), if the
research question focuses mainly on “how” and “whylestions, he recommends
exploratory study, hence a recommendation followethis study. In short, to answer the
research question of this study as stated aboigestildy adopts an exploratory case study

research approach.

3.2. Research design

According to Yin (1994:18) a research design isltiggc that links the data to be collected

(and conclusion to be drawn) to the initial quessiof the study. It is a plan by which the
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research strategy is to be carried out. It specifiee methods, and procedures for the
collection, measuring and analysis of data. Theieoap investigation of this study is
qualitative case study based on a face-to-facervietg conducted to examine the
knowledge-sharing practices of the regional brantha Finnish commercial bank. A
gualitative retrospective approach is adopted is $tudy, and the research is based on a
single case study employing semi-structured ingsvgi Case study methodology was used
in formulating the basic empirical infrastructulér( 1994:21-25). The interview guide was
based on a review of the knowledge management amdam resource management
literature. Key human resource management praciicgsocio-psychological theories that
should affect knowledge sharing were identifiedd ahe interview guide was then

constructed.

3.3. Data collection

There are two kinds of data normally used in redess: primary data and secondary data.
Primary data is recognized as data that is gathfered specific research, especially in
response to a particular problem for the first tihereas secondary (or historical) data is
the data that already exists, like literature stadivhich has been previously collected and
assembled for some studies other than the onendt ktlamay be useful for the purpose of
specific survey (Zikmund 1994). This work used bptimary and secondary data. During
the data collection, the prepared semi-structuregbonnaire acted as reminder regarding
the information needed to be collected and didnemessarily have to be posted word-to-
word directly to the interviewees. Out of the sbusces of evidence mentioned by Yin
(1994:80), this study used archival records (anmapbrts, corporate publications) and
semi-structured interviews. Additionally, informai obtained from the corporate web site
was also used. No single source had a completentaya over the others, therefore, to
cover weaknesses and support the strength of earbes the data triangulation approach

combing different data sources was uséde study attempted to gain a multiplicity of
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views from highly knowledgeable members of the baio occupies middle and senior-

management positions. Semi-structured face-to-fatsrviews were conducted between
March and April 2008 with the HR Manager, the AManager, and 8 other middle-level

and lower-level employees at Poro Bank. The im¢grs were semi-structured in order to
provide greater in-depth understanding of the kagtdrs that shape the process of
interacting socially and sharing knowledge. In &ddi the semi-structured interviews

encourage interviewees to express themselves in alag terminology. The range of

questions covered the areas of knowledge manageorgainizational culture, the role of

IT, human resource management practices, socidipkygical factors and represented
both lower and middle-management level at the bank.

The interviews were tailored to the interviewee andcentrate on the perceptions of what
happened and why, on how decisions were influeacgidmade, and why conflicts emerge,
and how they could be resolved. All the interviewsre conducted in English. A
preliminary draft of the interview questionnaire this study was discussed with the thesis
supervisor for improvement. A copy of the final sien of the semi-structured interview
questions can be found in Appendix 1. The questegr® open-ended and each interview
lasted from approximately 45 minutes to one houithWermission from the interviewees,
the interview was tape-recoded. The discussionsstt on the details of knowledge-
sharing process at the bank, each employee’s ealgerience and aspirations, and the

perceptions of others involved in the same process.

3.4. Data analysis

The ultimate goal of analysing data is to treat ekiglence fairly, to produce compelling
analytical conclusions and to rule out alternatimterpretations (Yin, 1994:103). Data

analysis involves turning a series of recorded nlagm®ns into descriptive statements (Yin,
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1994). According to Denscombe (2000), data analysians that the researcher is deciding
what and which meaning can be attributed to thdectwd data, and what are the
implications to that effect, and how does it reladethe topic being investigated. Data
analysis consists of three concurrent flows of végti data reduction, data display
(presentation), and conclusion drawing and vetifoca(Miles & Huberman 1994). These

are describes below:

= Data reduction implies data should not be consilévebe separate from analysis,
but a part of it. This reduction of data helps barpen, sort, focus, discard, and
organise the data in a way that allows for finalaasions to be drawn and verified.

= Data display and presentation is the second m&geghat the researcher needs to
go through. This stage includes taking the redut&i and displaying it in an
organised and compressed way so that conclusiorbeamore easily drawn. As
with data reduction, the creation and use of dispia not separate from analysis,
but a part of it.

= Conclusion drawing and verification is the thirdddimal stage of the data analysis.
It is in this stage that the researcher startetidg what the different findings mean
and noting irregularities, patterns, explanatiopsssible configurations, causal

flows, and propositions.

The analysis of this study has followed the threps suggested by Miles and Huberman
(1994). The data reduction and data display arebawed in Section 4, and in Section 5, the
conclusion is presented. The first step in the @dataysis involves the formal coding of
each interview in order to gain insights into thayw in which HR practices related to
knowledge sharing and socio-psychological factbusring the coding process, interview
tape recordings were analyzed through the categjmiz of emergent concepts and ideas
and constant comparison of these concepts in eodielentify common themes. Interview
tapes were transcribed according to key componehtshe interview guide (where
components were based on HR practices, social atambcial dilemma, and social
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exchange characteristics). The data collected watially broken down by asking simple
guestions focusing on what, where, how, when, hawelmto what extent etc. The coded
transcripts of interviewees were compared and astdd with each other as well as with
information obtained from annual reports and caaporpublications relating to HR
policies. Some of the emerging themes in the pmocdesluded the emphasis on
organisational culture, team work, promotion ananpensation systems, training and
development, trust, and employee empowerment, neamaigt support, and information
technology. These preliminary themes and topicsewtken analyzed and aggregated to

arrive at a set of topics that were commonly rengtr

3.5. Reliability and validity

Reliability refers to the stability and consistency of the ltederived from case study, that
is, the probability that the same results couldobtained if the measures used from the
research were replicated by another investigatan (994:36). Reliability means whether
the research instrument are neutral in their effagtl can measure the same result when
used on other occasions and applied on the samecsus the object, and whether, if
someone else undertake the same study, would $leecarrived at the same result and also
arrive at the same conclusion? According to Den$&i2000), the researchers have to
feel confident that their measurement are not &dteby a research instrument that gives
one result on the first occasion it is used, amffarent one the next occasion when there
has been no real change in the items being measktethermore, a good level of
reliability means that the research instrument pced the same data time after time on
each occasion that it is used, and that any vanstin the result obtain through using the
instrument due to fluctuations caused by volatfléhe research instrument itself. Hence, a
research is said to be reliable if it is consistamd that this is generally deemed to be good
as far as the research concerned. Saunders &088)(have posed the following three

questions concerning reliability:
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1. Will the measure yield the same result on otheasions?
2. Will other researchers/observers reach similar ofasiens?

3. Is there transparency in how sense was made fremath data?

The role of role of reliability is to maximise tieerors and biases in a study (Yin 1994:37).
This means that reliability is to demonstrate tinat operations of the study, such as the
data collection procedures can be repeated withséime result. Saunders el al. (2003)
asserted that there may be four threats to relwbiThe first of these is subject of
participant error, which means that a questionnai@y generate a different result at
different times of the week. The second threatel@lility is subject or participant bias,
which is when interviewees may have been saying Wigy thought their bosses, wanted
them to say. Third, there may have been observer ¢hat different interviewer may
approach the question in different ways. Finaligre may have been observer bias, which

means that there may have been different approacheterpreting the replies.

The work of this thesis started with a considerdibéeature study. The literature reviewed
(mainly articles from reputable journals) and textks were from several authors and often
had HRM practices and knowledge sharing topicsclwihieant that this thesis covered the
areas on HR practices and knowledge sharing. Thiddvsuggest that bias from reading
only one author and reading only about one topibddd at a minimum level. Widersheim-
Paul and Eriksson (1997) describe some other fallabhat are to be avoided in order to
attain high reliability. One of these is measuriegor, in which in turn consists of
respondents error, gauging errors, and errors dhateffects of interplay between the
interviewer and the interviewee. As this thesisdusemi-structured questionnaire where the
interviewer and respondent (in this case intervewmuld express themselves in ordinary
language, and in different ways, this later erraswninimised. The respondent errors are
such errors that are due to the fact that respdademetimes are unable or are unwilling
to provide truthful answers. In order to minimizéeets of this kind of errors, care was

taken about the use of language and the wordingoaraking of sentences. The selection
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of interviewees was also based on their abilityriderstand and communicate very well in
English; hence, this error was minimized. In addifithe use of wording in the semi-
structured questionnaire was a major concern irrotd avoid ambiguous or emotional
charged formulations. Furthermore, the questioenfair this thesis was discussed with the
thesis supervisor and the chosen wording and lagggwaas simple, direct and as far as

possible without technical terms.

The gauging errors arise when the questionnairalerdgrroneously formulated questions,
wrong order of question etceteras (Widersheim-RadlEriksson 1999). As this thesis is a
case study and face-to-face interviews were coedugsing semi-structured questionnaire,
the order of the questions was not so relevantoaspared to a survey questionnaire.
However, the questionnaire for this thesis wasenilj scrutiny by the thesis supervisor
and it was found to be suitable to possess chaistate concerning facts which the

respondents could easily give answers to.

Validity refers to how well the questionnaires are ablentgasure what it is aimed to
measure. It is important that the validity is gobécause if the study does not measure
what it is supposed to measure, the results arkeass@Vidersheim-Paul & Eriksson,
1999). According to Denscombe (2002), validity ateaearch work depends on answering
the following questions:
= Do the conclusions do justice to the complexityhaf subject or phenomenon being
investigated, does it avoids oversimplificationsd adoes it also offer internal
consistency?
= Has the researcher self been recognised as amnmefuin the study and also very
objective?
» Have the researchers selected the topic on exphcdtreasonable grounds as far as

the aims and goals of the study are concerned?
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If questions can be misunderstood, the informaisosaid to be of low validity. The main
types of validity are:iconstructinternal and external validity (Yin 1994:33). Construct
validity refers to establishing correct operatiomaasures for the concepts being studied.
According to Yin (1994:34), there are three tactwsailable to increase construct validity:
use of multiple source of evidence, establishingirtlof evidence and have the draft case
study report reviewed by key informants. The stagen to ensure construct validity in this
thesis have followed all the above steps (e.g.iplalsources of evidence include: face-to-

face interviews, company annual reports, publicati@and company website).

Internal validity refers to how well the theoriesidaoperationalised definitions are

connected. Internal validity, a concern only fopkxatory or causal studies in which an
investigator is trying to determine whether certaonditions and event lead to another
event and not descriptive or exploratory studidmsciv are not concerned with making a
causal statement (Yin, 1994:35). Since this rese&rqrimarily exploratory, the test of

internal validity will not be discussed in relatitmthis study.

External validity deals with the problem of knowimghether a study’s findings can be
generalized (Yin, 1994:35-36). Generalisation mahasextent to which the researcher can
make wider claim on the basis of the research amadysis, rather than stating that the
analysis is particular. In this work, the followiagtions were taken to ensure high external
validity: First, a lot of effort was devoted toettexact wording of the semi-structured
questionnaire and the selection of intervieweegss Ticludes phrasing the questions in
such away that the interviewees could give answkdescriptive nature rather than giving
direct answers such as yes or no. Second, the dgeg(and writing format) used in the
questionnaire, was chosen to fit the interviewdesmne of reference. Third, during the
interview, the interviewer was particularly senatito the risk of transferring the language
used by professionals within the domain of HRM &ndwledge management. Fourth, the
preliminary draft of the questionnaire was discdsséh the thesis supervisor and the final
version was found to be suitable for this studythi-ithe final version of the questionnaire
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was sent as e-mail attachment to interviewees pgaothe interview and none of the
interviewees expressed any misunderstanding ajukstions. Finally, the interpretation of
empirical data was furthered through referencehliterature on themes emerging from
the interview. This was necessary for the validatd data interpretation and thus allowed
for the emergence of a conceptual framework th#éeated the interpretations of the
findings.

3.6. Case background: Poro Bank

The history of the Poro Group dates back more than hundred years. It started on 14
May 1902 with the establishment of Central Loan drdior Cooperative Funds Limited.
Presently, Poro Group comprises 229 independentbmemooperative banks and the
Group's statutory central institution, Poro Grougnal Cooperative (Poro Group
Corporate Responsibility Report 2007:1). Poro B&k is the largest subsidiary of the
Central Cooperative. Poro Group is Finland's lar§ieancial services group. It is made up
of independent member cooperative banks and thapg&@entral institution, Poro Group
Central Cooperative with its subsidiaries and dioselated companies, the largest of
which is the listed company Poro Bank Plc (Poroupr@orporate Responsibility Report
2007:1). Poro Group offers a comprehensive rangeaaoking, investment and insurance
services for both private and corporate customoso Group's guiding ideology is the
cooperative movement. The Group has over four onilcustomers in Finland; nearly a
third of whom, or more than 1,200,000, is at thensatime owner-members of the
cooperative banks. The Poro Group also has opegtiothe Baltic countries with over
200,000 customers. Poro Group's mission is to ptettie sustainable prosperity as well as
well-being and security of its owner-members, congrs and operating regions through its
local presence (Poro Group Annual Report 2007:8y0 RGroup has a payroll of over
12,000 employees. The Group's total assets atnthed®2007 stood at EUR 65.7 billion.

The Group has a total of some 630 locations inafitl Poro Group's business segments
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are Banking and Investment Services, Life Insuraamue Non-life Insurance (Poro Group
Annual Report 2007:3). The Poro Group has a pawgfoll2 400 employees. The member
banks has a total payroll of 6 700 employees, PGmup Central Cooperative
Consolidated has 5 600 employees and the Poro Baoukp, which belongs to it, has a
staff of 3 000 employees. In the year 2006, theraye age of the Poro Group's personnel
was 44.6 years. Women made up 76% of the persqwb Group Annual Report
2007:3).

The regional branch of Poro Bank which is at thetreeof this study has been in existence
for the past 70 years, and has 100 employees andepartments. Majority of the

employees hold specialist functions such asset gemant, mutual funds, stockbroking

and securities custody, bonds management, sedtading, corporate banking, property
brokerage, and life insurance and non-life insugarisk assessors. The majority of the
workforce has long years working experience withakierage being 10 years working with
the bank, and average age of employees being 44. y&aPoro Bank the HR Manager and
the Area Manager are responsible for recruitmemie Poro Bank also serves as the
regional headquarters catering for approximatelyotr bank located in the Pohjanmaa

region.

As traditional long established bank, the orgamirei structure of Poro Bank is less
hierarchical, in other words, the organizationalaure of the Bank is rather flat and
flexible with ample room for rapid change and fa@ilng more interaction between top
management and lower level employees. The coresaltithe bank include human focus.
This means a genuine concern for both internal extérnal customers. These values
support customer service, management and intemargelationships among the staff.
According to the HR Manager, the Area manager, thode employees interviewed, the
management culture Poro Bank is traditionally ethicesponsible and shows respect for
people. Thus, the human resource principles aendetd to clarify and enhance human
resources management as well as to maintain amehgsiren a good corporate and
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employer image. According to the HR Manager, rasgide human resource management
means allocating resources to long-term and suikanto performance. This means
bearing responsibility for the personnel both irodjaand more difficult times. And for
employees, it means predictability, reliability,emmess and job security. Poro Bank also
works in close cooperation with external authositisuch as the Finnish Ministry of
Finance and the Bank of Finland. Within the bahlke, human resource department has the
objective of ensuring equality as part of respdesituman resources policy. The practical
implementation of equality is monitored annuallydathe results are reported to
management and the personnel. Within the banlghfextive of promoting equality is that
employees are treated equally in areas such asessiohal development, career
advancement, pay and rewards systems as wellascommodating the demands of one's

job and various life situations.

The purpose of this study was to examine the extemthich HRM practices facilitate and
enhance knowledge sharing in an organisation. €search question aims to answer the
extent to which HR practices facilitate and enhakoewledge sharing, how HRM
practices impact on knowledge sharing at Poro BRigure 1 was used as the framework
of this study in analysing how HR practices faatit knowledge sharing through the
various socio-psychological determinants namelgiaaapital, social dilemma and social
exchange as discussed in the literature review.f@lf@ving section presents the findings

of this study.
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4. CASE STUDY FINDINGS

The purpose of this study was to examine the extemthich HR practices facilitate and
enhance knowledge sharing in an organization. €eearch question of this study was: to
what extent to HR practices facilitate knowledgarsig, and how do HR practices impact
on knowledge sharing at Poro Bank? The discusdidinecfindings of this study is divided
into two parts. The first part of the findings disses factors outside the traditional HR
practice domain identified as facilitating and emtiag knowledge sharing at Poro Bank.
The second part of the findings discusses HR mextidentified as having impact on
knowledge sharing at Poro Bank.

4.1. Factors identified as facilitating and enhancig knowledge sharing

Besides factors identified within the traditionaRHbractice domain as having impact on
knowledge sharing, a number of factors outsidectimgext of traditional HR practices were
found to facilitate and enhance knowledge shartrigpao Bank. As organizations are made
up of people and the culture within which they @per a number of social mechanisms-
shared language, weekly meetings, long-term empdoynproject teamwork, promoting
equality and fairness at workplace, and organinaticulture were found to facilitate and
enhance knowledge sharing at Poro Bank. Thesaaml be discussed in turn.

4.1.1. Shared language

In hiring a new employee at Poro Bank, variousdecsuch as fluency in Finnish, English
and Swedish language, interpersonal communicatiolts,sability to work in teams,
analytical skills, ability to take own initiatesreativity and flexibility are taken into

account. As pointed out by the HR Manager, ‘the amesource strategy of the Bank is to
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be known as the most preferred customer-serviceigeg partner and employer, hence,
the flow of information between employees and ausis is critical to the Bank'. In other
words, Poro Bank considers knowledge sharing gtapity, and thus, placing important
emphasis on the ability to communicate in Finnistt 8wedish, and also be able to work in
teams. The Bank believes that in order to achieeentiman resource strategy of being the
preferred customer-service provider; employees rbastable to listen to customers and
communicating with them in a language that theyeusidnd. In addition, the information
gathered from customers in the form of complaimg suggestions have to be shared with
other employees in the Bank in a language that thederstand in order to deliver the

desired service quality.

According to the HR Manager and the Area Manadagnty in both verbal and written
Finnish, Swedish and English is a must in ordepbdaconsidered eligible for an interview
and for a position at the bank. Fluency in FinniSwedish and English language is
important because Poro Bank is located in a ‘aityFinland where Finnish and Swedish
are commonly spoken. Furthermore, fluency in Ehgiésguage is required because of the

diverse customer base made up of internationakstsdand foreign corporate customers.

Consequently, in order to deliver the strategyaht known as the sector’'s most preferred
customer-service provider, partner and employer ahels that first of all, employees
should be able to communicate with each other. I8kcemployees should be able to
communicate with customers and understand theidsie€hus, language skills play a
critical role in the selection process. The questmbe answered then is how the cognitive
element of social capital, namely, shared languagé codes, and shared narratives
facilitate knowledge sharing at Poro Bank. As theeaAManager pointed out, ‘all staff
meetings are conducted in both Finnish and Swedigjuage. In addition, interaction with
teams on a project, which also requires interactioin, and communicating with the

customer, demands that employees are able to spelaknderstand both languages:
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We have learnt a lot from each other in being &blspeak and understand the same language. For
example when we were developing a new marketingpeggn and designing the theme that goes
with launching our MasterCard, we spend hours tugretossing out ideas and suggestions. The
ability of us to be able to speak the same langaagleunderstand each other made it easy in putting
our divergent unique ideas together and come up avisuccessful adverting theme that made our

campaign successful (Marketing Manager).

As the HR Manager pointed out, ‘one method by whtdno Bank employees share their
knowledge with other employees in the organisatsothrough the series of face-to-face
morning meetings which are held on specific daysheaeek’. A front desk cashier

commented:

The ability to communicate with my colleagues aalet part in discussions at meetings and ask
questions on a wide range of issues in a language tomfortable in expressing myself has given
me a broader understanding of the organisation in@dbjectives. | am also able to read and
understand all information posted at the Bank’'saim¢t site which then enhances my understanding

of what is going on in the organisation (Front deakhier).

Another front desk cashier pointed out:

On my first day at work, | was nervous with evemth for example when a customer came and
asked for a copy of her account balance, | hadlea where to start from, but with the assistance of
a colleague who was able to explain to me in adagg we both understand very, | was able to learn

which keys and commands to execute in extractisgpeners account balances (Front desk cashier).

It can thus be concluded that shared language dwlgdted knowledge sharing at Poro
Bank. The above findings are thus in line with Naiehand Ghoshal (1998), who asserted
that the important facets of the cognitive clustex shared language and codes, and shared
narratives. Furthermore, according to Morris, Snébllins & Kang (2002), when
interactions embody shared understandings, commnrogubhge and codes, employees can
enhance their intercommunication abilities, therpbyviding more opportunities to share

knowledge effectively. The importance of sharedglaage has also been underlined by
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Tsoukas and Vladimirou (2001). These authors meatidhat individuals’ ability to draw
distinction within a collectively generated domaihaction is contingent upon the cultural
tools they utilise with language being the most ami@nt one. In addition, Szulanski
(1996), for example, found that one of the biggdxstacles to the transfer of best practices
in organizations is due to poor relationships betwehe source and recipient of
information, language has been cited as one dbdhngers to knowledge sharing

4.1.2. Weekly meetings

The way in which work is organised at Poro Bankesm-based projects. According the
HR Manager, the Bank has four teams, and eachiteaomprised of 5-15 members. Large
teams are made up of 15 members, and for each @earappointed a team leader. The
weekly meetings of the Bank are organised as faldMonday morning each week are for
team meetings. During these meetings, each teasemse what is happening in their
project and the difficulties and challenges thatlaeing met and how they are dealing with
those difficulties and challenges. From these disicuns, the members of the team also
learn from each other and feedbacks are given itleghem towards achieving the overall

corporate objective.

On Tuesdays morning each week are held meetindedomhole office. It is mandatory for

all employees to be present at this meeting. Dutlmg meeting, departmental heads
present a review of the performance of their depant for the previous week. Discussions
are also held on how to improve customer-serviadityuand a suggestion for new ideas.
The Tuesday meetings also serve as a forum formv#bdiscussion where all employees
are free to express their opinion on whatever isswé great concern to them, and also for

offering new ideas and suggestions for better vadgoing things.

Thursdays mornings each week are for divisionaltimgeOn this day, representatives

from each of the four divisions of the Bank meetritake evaluation of how the division are
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performing and discuss the resources needed imr\dnpithe goals and objectives of the
divisions. The Friday morning meetings each week far team leaders. During this
meeting, all the leaders of the 4 teams at the lmae&t to discuss how their teams are
performing and the progress of their project. TheeaA Manager pointed out the

significance of these meetings:

The weekly meetings are very important in our krexlgle sharing process. We believe that having
face-to-face dialogue with our employees gives thbém opportunity to express themselves on
whatever issue is of concern to them and for us tmlknow how we can support them in delivering
on our promise to customers. This meeting fac#gghe exchange of ideas and serves as a forum for
team leaders to learn from each other. In fact,ynmaw products have been developed as a result of

ideas contributed by employees during these mee{ifigea Manager).

A manager from asset management unit also poinied o

The face-to-face weekly meetings offer me the opmity to look management in the eye and
express my genuine concern about issues | am payhebout. It also provides me the opportunity
to offer suggestions about better ways we can ohgsh Most often, management has implemented
my suggestions and this has improved many of osinless processes, for example, the time it takes
to process a customer’s loan application has bbertened, thus increasing efficiency in the bank
(A manager from asset management unit).

Another employee from marketing unit pointed ouwhte project team leaders meeting
have provided him the opportunity to learn bouteotfunctional areas such as investment

financing:

Although | am not a number cruncher, the weekljgbleaders meetings has given be a vast array
of knowledge in other areas beyond my specialisati@r example, | am able to grasp the meaning
and understanding of terminologies in Options Tmgdiuch as “short call” or “long put” associated

with Options Trading (An employee from marketingtun
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As the HR Manager pointed out, the series of weekéetings are the means by which
Poro Bank reinforce the values and culture, andesktories concerning daily encounters
with customers in order to gain deeper understdrideir needs and serve them in a better
way. ‘The weekly face-to-face morning meetings fatews with the opportunity to stress
on the Bank’s values and what we stand for to alpleyees’ (HR Manager). As one
manager pointed out, one product of this weeklytmgavhere knowledge is shared is the
developing of online banking services for speai#tiiest groups such as senior citizens and
people with impaired vision and mobility. This Haepppened because of the stories shared
by some employees at these weekly meetings whentttieel to help seniors and visually

impaired customers. This manager went on to say:

Today, we (the Bank) are able to offer online smsisuitable for special groups, and among this,
the text version of the internet service and thee&sibility Service. This is all due to our abiltty
exchange information with each other, and managéméetermination to listen and provide all the

needed support (A manager from customer servide) uni

It is therefore evident from the above discussititeg the existence of shared language
(Finnish and Swedish) at the Bank, and other foosymbolic communication such as
stories and personal experiences of daily encosintith customers which are discussed
during these weekly meetings is vital not only éfficient knowledge sharing, but also for
establishing strong interpersonal relationshipstHeumore, the furthering of the Bank’s
corporate objective of being known as the sectonsst preferred customer-service
provider, partner and employer, which is the footishe weekly meeting also facilitates
knowledge sharing and integration among individaald teams. In striving to be known as
the sector's most preferred customer-service pssyigartner and employer, Poro Bank
exercises great care in hiring to bring the rightogde on board leads naturally to another
important staffing practice: socialisation. So@ation represents the process the Bank uses
to expose new employees to the Bank’s culture aag @f doing things. As would be

recalled from the social capital theory, the reladl dimension focuses on the content of
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social relationships, that is, it describes thedkaf relationship individuals or groups of

individuals have developed with each other throhigtory or social interactions.

It can therefore be concluded that the various mgetheld each week becomes a ritual,
which exposes new employees to the Bank’s cultumd,also helps in shaping employees
attitudes and reinforces the kind of behaviour tsaéxpected from them. As the Area
Manager pointed out, ‘the practice lohving weekly meetings facilitated the creation of
social ties among employees. It also resulted @atang a culture of group identity and
provides a purposeful meaning to employees’ actiortss assertion is in line with Tsai
and Ghoshal (1998:467), who suggested that orgamzh members who share a vision
will be more likely to become partners sharing xchenging their resources. The frequent
interaction through the series of morning weeklyetimgys thus providedpportunity for
employees to get to know each other and develogtingi relationships. Trust and
trustworthiness are important element of the retati dimension of social capital.
According to Mayer, Davis and Schoorman (1995), éxéstence of high trust in a
relationship produces certain outcomes such asecatpn, and sensitive information
exchange. In addition, research on organisationat tprovides evidence that trusting
working relationships are characterised by grekt@wledge sharing as individuals are
more willing not only to give useful knowledge kalso to listen and absorb others’ ideas
and knowledge (Andrews & Delahaye 2000).

4.1.3. Long-term employment

Long-term employment is a common practice to keme ¢experts) at Poro Bank. As the

HR Manager pointed out:

Offering long-term employment contract is a way esfabling employees to accumulating tacit
knowledge through learning-by-doing and coachingctvtplaces the Bank in a better competitive

position in the future (HR Manager).
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As transpired from the interview, majority of thengloyees are highly experience with an
average period of 10-15 years working experiencel an average age of 41 years.
According the HR Manager and the Area Manager, Bantk appreciates and encourages
long-term employment in many ways, seeing it as a@hthe success factors contributing
significantly to customer satisfaction. Expertsnied 50 per cent of the total workforce,
and with an employment period of over 15 years. Hire Manager pointed out that the
retirement of the baby boomers has begun to attiecPoro Group’s personnel, particularly
in the member banks, hence, the strategic need fiydactive to changes in the workforce
by offering long-term employment contracts to nempyees in order to balance the
workforce. The need for adopting a long-term empiegt is spelt out by the Area as

follows:

When we consider the fact that management of fiahservices and customer-service management
requires unique skills and accumulation of expemeresulting from knowing customers and the
various product of the bank, developing a strafiaggcruiting, training, and retaining employees fo
the long-term is crucial. We must recognize theglterm employment system as being one of the

essential elements creating the unique featurkemkledge sharing (Area Manager).

The long-term employment contract strategic apgroadopted by Poro Bank, thus,
highlights the importance of the social capitalgpective in knowledge sharing. As would
be recalled from the literature, the first compdnehorganizational social capital is the
social dimension. This means the ability and wgtiess of employees to subordinate
individual goals and related actions in achievirajlective goals and actions. As one
manager pointed out, ‘working with the bank for tpast ten years with the same
colleagues has created strong bond and a trustiagonship’. Another manager pointed
out that because he has worked with the same gaksafor the past 12 years on various
projects, he is aware of other colleague’s unigyeedise and hence, whenever there is a
problem, he knows who to call on for help. ‘We mspeach other and are very much
aware of each others’ expertise, and identifying Wwhows what help us to do things faster

rather than reinventing the wheel’ (A manager ftbi@ bonds unit).
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As the HR Manager pointed out, adopting the pract€ long-term employment has
enabled experts and all employees to bond with ettoér and develop strong social ties
which in turn helped in building trust and grouphesion throughout the organization.
According to the Area Manager, the retention of keos with valuable knowledge is one
key element of Poro Bank's knowledge managemeategly as it enhances employees’
willingness to share their knowledge with colleaguAccording to a manager from the
assets management unit, and another manager frorif@ansurance unit, because of the
long years of working together, they, or other esypks do not see each other as
competitors, but rather as colleagues working togreto achieve the same organizational
objective of being the sector’'s customer-serviaevigier, partner and employer. When we
think of knowledge management initiatives, whiabwflfrom the personal and tacit nature
of the Bank’s knowledge base, it is evident theat the extent to which workers remain in

the employment of Poro Bank has impacted on knaydestharing behaviours.

From a wider institutional perspective, long-termptoyment is embedded in the Finnish
social and legal system. For example, if an em@mePoro Bank were to change his or
her employment, he or she may face the possitgfitfome financial loss in terms of the
company-based pension and large retirement paymwhith are both positively linked to

the number of years one spends in the company.rdicgpto the HR Manager and another
manager from the bonds unit, the experts of thé lba@ generally regarded as ‘colleagues’
that work together under permanent relations umnétirement age to attain the

organizational objectives. One trading unit managenmented:

Throughout our service with the Bank, we the expfatm a network of friendly relations in various
forms with many other members of the same bankd®uip information network, and accumulate
knowledge on in-house situations and history whighthen share with new employee who work

under us as protégés (Trading unit manager).

The long-term employment practice at Poro Banketoge provides a setting for sharing

knowledge in two ways. First, the employees hawablst positions, so they have the
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opportunity to get to know each other graduallyrawvéong period of time. There is thus a
working relationship of about ten to twenty-fiveaye among the core employees. Second,
Poro Bank employees are identified as belonginghto same bank, and are, in turn,
expected to display the same attitude and condmetrtls external institutions and
customers. Consequently, both job security andtifigation with the bank has created an

environment in which knowledge sharing becomeseasi

The effect of long-term employment and its enharer@nof knowledge sharing from the
above analysis are thus in line with Leana and Baren Il (1999:544) who stated that
strong and stable relationship is one way to bad maintain organizational social capital.
Furthermore, these authors suggest that organmzatiashing to enhance their store of
social capital can do so through employment prastithat promotes stability among
members and flexibility in how employees are deptbwithin these stable relationships. It
is further suggested that because organizatiorwalscapital is built over time but can be
destroyed quickly by such trust-breaking behavemicontract violation, a long-term rather
than short-term orientation in employment relatiops is more important. The practice of
implementing long-term employment by Poro Bank tiesefore provided the benefit of
allowing employees to share the same experiengesatedly. Hencdat becomes easier to

spread tacit knowledge embedded in these shareztienpes within a casual and family-
like atmosphere. For instance, most members at Ban& are familiar with the historical

events that are experienced by the Bank.

4.1.4. Project team work

At Poro Bank teams are created to work on a pdaticproject, and each project is
associated with collective responsibility which uggs knowledge sharing. Knowledge is
shared continuously not merely within project teamg very much across all divisions in

Poro Bank. As a project team leader from non-lifurance unit commented:
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During the ritual project team meetings on Mondagam members from various projects meet to
discuss and exchange ideas and opinions aboutdlyeess of the project, and collect feedback from

management on our performance (Project team leader)

Another team leader from assets management poniedhese meetings are fantastic and
they provide opportunities for us to interact angemy exchange information which
otherwise would have been difficult to obtain trghuany other means other than face-to-
face interaction’. As mentioned earlier, there fangr project teams at Poro Bank and each
team is composed of from a minimum of 5 people maximum of 15 people depending
on the nature of the project. In addition, accogdio the HR Manager and the Area
Manager, membership of a particular project isstatic, but rather dynamic, and changes
from time to time. Rotation of people on variousjpcts thus offers employees the
opportunity to accumulate variety of skills. Foraexle, the Area Manager mentioned that
he has previously worked in asset management anlletmay and sales, and has been
involved in project teams in those areas, but prigehe is involved in Non-Life Insurance
projects.

A manager from non-life insurance unit pointed owgrking on these projects with other
colleagues who are experts in these fields hasleshabe to broaden my knowledge in
other areas’. Another manager from trading unitnfead out, ‘since some of the team
projects take longer period to complete and inwlypeoblem-solving, it provides an
opportunity for us to bond together and exchangasd In addition, the Area Manager
commented, ‘management of the Bank believes thaergy in team effort results in
savings in cost associated with information sharifoy example the time it takes to
establish social relationshipsAt Poro Bank, project team members learn not ordynf
each other, but also from other project teamspousts and from past mistakes. This takes
place in the context whereby the teams are contisiyosupported and pushed by senior
management to imagine the future and pursue thenvasd mission statement of the Bank.
A manager from marketing unit commented:
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At the various weekly morning meetings, managemepmeatedly remind us that our divisional goals
are directly aligned to that of the company as aleshand as such this constant reminder reshapes
our behaviour and increases our willingness toataltate on projects and exchange information
(Manager from marketing unit).

According to a manager from the bonds unit, on gaolect, the part that an individual is
assigned, and the contributions made to that pregedocumented and team leaders keep
record of each member’s contribution to the projant at project meetings, individual and
team performance as a whole are discussed andafgegdbovided. ‘We make it a point that
each member on a project team felt responsibleéhi®rsuccess, or failure of the project.
This attitude thus compels everyone to be fullyntdeed with the team’ (Trading unit
manager). A manager from non-life insurance poirmtet] ‘the project team meetings have
provided us the forum for communicating, interagfirexchanging information and
identifying with colleagues from other functionaividions thus creating a feeling of
personal responsibility’(Non-life insurance manageAnother manager from assets
management commented:

The frequent face-to-face interaction on team migjenables us to know each other at personal
level and develop a trusting relationship which ewmkt easier for us to be more willing to

communicate and accept each others ideas and npiwniith credibility’.

According to the HR Manager, team leaders for gadiect are chosen by management,
hence, the influence of the team leaders is extsempewerful in knowledge sharing,
considering the fact that the traditional task lué teader is to focus and co-ordinate the
different viewpoints found within the work team. Ame manager from the non-life

insurance unit who is also a team leader put it:

Team leaders have to set real example for otherlraesrin the team to follow by communicating,

collaborating, as well as openly sharing their infation, and putting themselves in the position of
others, providing feedbacks and showing thoseudt# and behaviours associated with achieving
the task of the team’. Thus, the working practifehe Bank is to design around work teams in

order to achieve the desired business and corpobggetives (Non-life insurance manager).
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It therefore follows logically that in selecting #®am leader for a given project,
management is likely to select someone who exhibés/alues, norms and behaviours that
management would like to see disseminated througtimu firm. The practice of team
leaders keeping record of individuals’ contribuam each project, and the fact that bonus
payment are tied to success of the project teara a$ole appears to solve the social
dilemma problem of free-riding on others contributihence, the willingness of employees

to identify with each other and share their knowlked

One can therefore argue that the reasons why wofoe Bank is structured a round
project teams is to facilitate knowledge sharingisTis especially true bearing in mind the
baby boomers generation are reaching their retieigg, and 50 percent of the Bank’s
specialist is from the baby boomers generation.sTlloe project teams can serve as a
shared database in the sense that when team meoureestogether to work on a given
project, each individual brings to the project,@fie unique skills, opinions and innovative
ideas which are shared with other members on ta.tdhe activities of the project team
includes, planning the project, carrying out fedisybstudies, determining the resources
needed, deciding who does what, implementing tlogept, reviewing the project and
giving feedbacks. All the stages in the team ptajaplementation are therefore a learning
process for all members on the project team, ausl serve as knowledgepository. This

is because working in teams involves social intgvas in the form of face-to-face
meetings which includes activities such as takingutes of the meetings, developing
prototypes, drawing of blue prints, and planningkating campaigns for new products or
services. Since the project team members have dj@iast knowledge and experience by
working on a series of projects, some of which hagilted in failures from which they
have learned, the project teams serves as a kngevlexpository on which management
and other people in the organisation draw on fdviisg problems and formulating new
ideas. For example, as one manager from marketirigpointed out:
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The minutes of the previous meetings, or develgpedotypes of marketing campaigns and blue
prints serve as conversion of tacit knowledge @tplicit knowledge from which other members of
the Bank can learn when face with similar problesnsnew projects’ (Manager from marketing

unit).

The above findings are thus in line with Bonaciaid éSchneider (1992, as cited and
Cabrera and Cabrera 2002:702) who discovered ¢imag group were shown to have a
common identity, individuals began to share moréormation. Furthermore, tacit

knowledge and implicit rules of conduct, which canhbe captured in documentary form in
a report or a manual, are created in project teamsi-house training, on-the-job training,
coaching and job rotation, where groups handle iBpgmroblems. Thus, much of Poro

Bank’s work process is design around project teamshat employees can interact and
share ‘best practices’ across the firm. This figdsin line with Kollock (1998) who stated

that identifying with team members therefore, notyoincreases feelings of personal
responsibility, but also impacts individuals’ regtivn, which are also powerful mechanism
for social control. Again according to Van Langéshrand, Messick and Wilke (1992:20,
as cited in Cabrera and Cabrera 2002:701), ‘grdaptity leads to feelings of we-ness and
personal responsibility, which enhances self-restrén addition, a study on public-good

dilemma by Fleishman (1980, as cited in Cabrera @atirera 2002:701) revealed a

positive relationship between feelings of respaitisitand cooperativeness.

4.1.5. Promoting equality and fairness at the wonblace

Poro Bank values its employees as a strategic assitthas developed a comprehensive

human resource policy to manage it. As the HR Mangaointed out:

Creating a working environment where employees fleey are treated fairly in all aspect of their
relationship with the Bank is important in many waffirst, it makes them feel a sense of self-worth
and therefore more motivated to give out their b®stond, it creates trust and improves relatignshi

among employees and therefore reduces tensionsaigging for power and position. Finally, it
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makes all employees to have the feeling that managecares about them, and will always provide

them with the needed support in carrying out thaires.

‘The evidence of how fairly we treat our employdssvisible in areas such as the
workforce structure, pay and reward system, aniditrga and promotion systems’ (Area
Manager). As transpired from the interview, thekforce of Poro Bank is a very diverse
mix in gender, age, and work experience very ba&aAalear majority of the employees at
the Group level is 76 per cent women, and at tg@nal branch of the Poro Bank studied,
the distribution in both genders is about equalcokding to Poro Group Corporate
Responsibility Report (2007:13), women accountdompercent of the salaried employees,
49 percent of the experts, 57 percent of the sugmw; and 18 percent of senior
management. The proportion of women across allradbinenches including the branch
studied follows the same pattern as at the Grougl.léccording to the HR Manager of
Poro Bank, permanent staffs form the largest cayegbemployees (95%) and full time
employees (96%), and the average age of emplogedsd iyears. Women made up 56
percent and men 44 percent. Poro Bank also cams #ie well-being of its employees,
and in doing so focuses on the work itself, workplaleadership and the individual,

depending on the circumstances and the need.

During the interview, three significant motivatif@ctors for the majority of Poro Bank’s
employees came to light: job security, the feelafideing cared for, job satisfaction, and
the opportunity for promotion to the highest poksibung on the career ladder. For
example, in 2007, sickness absences accounted@que3 cent of all work time in Poro
Group and the amount of absence has increase (oup Social Responsibility Report,
2007:14). As it came out from the interview, shgraf information is not partly dependent
on one’s potential to be a power-holder. As a mandiggm assets management pointed
out, ‘in this bank, there is a common consensuspbaple in the Bank do not view their
knowledge as power which they can use for exangdea bargaining chip for promotion,

or for increase in salaries’.
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Furthermore, according taghe HR Manager and the Area Manager, Poro Bank’s
employees’ salary differences depends on posses$isgecial skills and expertise in a
particular field for example, asset managementdbaand fund management, securities
trading and so forth, hence, salary levels perseaat serve as a significant motivator to

share, or not to share one’s knowledge with oth&sa manager from bonds unit put it:

Salary differences do to not serve as a barrigntwledge sharing because, employees themselves
are aware of each others individual unique expeiitisa particular field which has been acquired
through long years of working experience. Howewar,individual's position is regarded as very

important both within and outside the bank (Bondi manager).

Given the sensitivity towards social prestige amel dssociated job satisfaction and salary
implications, internal competition between spestakmployees at Poro Bank can be
intense, the reason being that the selection obthech managers, board members and the
CEO are from among the experts. Although the HRgd@Enent of Poro Bank emphasizes
fair treatment of all employees in order to suppreigh competition, power struggle and
greed, all of which can be damaging to group coleesiss and knowledge sharing, the
availability of the position of CEO to hundreds raale and female candidates does not
lessen the tension. In order to reduce this tansimanagement of Poro Bank tends to
create internal positions for specialist workerg;hsas those of assistant manager, deputy
manager and sub-manager, around a single managesdélon in order to reduce this
tension. The internal promotion system enables eyegls to play their cards as effectively
as possible despite efforts by the bank to redusmpetition through managerial

redundancies.

According to the Area Manager, when there is a mbaaanagerial position, the

opportunity to fill this position is first offeretb all employees within the Bank, and to be
fair to all applicants for the position, the intienw and selection process is handled by an
external consultant. The outside consultant corsddice interview and the necessary
psychological test to determine the appropriatedickate for the position, and select the



78

candidate they think is most qualified for the piosi and hand over their decision to the
HR Manager and the Area Manager. The HR Manager thedArea Manager then
discusses with the outside consultant, the basemé#&déing their decision in selecting the
final candidate for the position. When all the gass is completed, the HR Manager and
the Area Manager then call all the candidates whplyafor the vacant position to a
meeting and present to them the final decisiongherselected person. At this meeting, is
explained to all the candidates, the factors that dutside consultant has considered in
making the selection decision, and the reasons wie/ candidate chosen is the one best
suitable for the position. Since all the interaaiployees have been given the opportunity
to apply for the position and the selection prochas been handled by an outside
consultant, and all the applicants have gone thrdbg same rigorous test, those who are
not successful feel satisfied that they have beeanga fair shot. As a manager from

trading unit commented:

| believe the way the internal promotion for a se#ével position is handled by management is very
fair. It signals to us, what the bank values, amttype of behaviours is expected from us in order
to aspire to a high position. It also encouragesoushare with our colleagues what we know in

achieving corporate goals (Trading unit manager).

Another manager from non-life insurance commentdt practice of treating all

employees equitably establishes an environment radt tbetween management and
employees. ‘It makes us have the feeling and satisih that management values our
inputs and rewards us for contribution to the sssaef the Bank’. Furthermore, another

manager from bonds unit pointed out:

There is a good feeling of working at this plac@neagement is fair in rewarding and promotion and
hence, we are more motivated to exchange informatiibh our colleagues in achieving team and

corporate objectives rather than pursuing our iddial interest (Bonds unit manager).

When we examine the practice of how Poro Bank grgatemployees equitably, it can be

realized that the fair treatment of employees miné® the social dilemma problem
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associated with knowledge sharing. This is becausployees of the Bank feel that they
are cared for, and management is open in its conwaion with them. This therefore

corroborated with the findings of a study on orgational citizenship behaviour (OCB) by
Moorman (1998) who stated that employees demossitnatore helping behaviour when
they believe that outcomes such as pay and pronstiere distributed fairly and when
they thought the procedure used to determine the®®mes were just.

4.1.6. The important role of trust

The knowledge sharing process at the regional brah®oro Bank was also facilitated by
the formation of trust among employees at vari@wels. The emotional bonding among
employees at Poro Bank is quite strong, given thphasis placed on open commitment so
that employees entertain shared principle of eggualid meeting mutual expectations of
informal obligations such as working overtime dgriweekends, or taking extra work

home. As the Area Manager put it:

The trust building process at this Bank is fadiith by the constant exchange of knowledge and
information through the frequent and intense facéte weekly meetings, and with management
giving mutual assurance and ‘walking the talk’. §hieans that we do not only tell employees what
they must do to achieve the organizational objecti¥ being the sector's best customer-service
provider, partner and employer, but we do set dveseas example for other employees to emulate

through our own behaviours by saying what we maad,doing what we say (Area Manager).

Furthermore, the Area Manager added it is impot@amuild trust if one wants to do well

in Banking. ‘The survival of our business is depamtdon customers’ willingness to keep
their money with us, and the belief in our bank antployees to manage their money in a
profitable manner’ (Area Manager). As another mandgm assets management pointed

out:

The high level face-to-face meetings which spansr dours days each week, and the process of

socialisation through project teamwork and othdorimal interactions processes such as having
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coffee together during coffee breaks, having satoggether, celebration of special events, and
participating in sports activities subsidised by tBank has reinforced relationship of trust and

confidence between management and employees (Maftageasset management unit).

As most tasks at Poro Banks is designed aroun@girtgams involving a group of five to
fifteen people as a team, periodic face-to-facetaminis thus necessary to maintain a
satisfactory level of confidence and trust to sasteam working and relational proximity.
As the HR Manager pointed out, ‘a new employee \jdiot the Bank learn-by-doing,
which means that most of the knowledge transfeimatew employees is of tacit nature’. In
a sense, the transfer of know-how requires thegzoof show-how. According to the HR
Manager, when Poro Bank recruits a new employeayrtshe start to learn by someone
standing behind and showing for example, which camsinon the computer keyboard to
execute in order to produce a customer accouninbeda Thus the formation of trust
among employees at Poro Bank is very important,iaisdbased on a very personal one-to-
one relationship. The face-to-face demonstratiahtae social interaction involved in this
process have thus enabled the sharing of skillseatablishment of mutual understanding
and trust. In addition, the richness of the facéatte contacts and the communication of
the Bank’s values, goals, and accepted ways ofgdthimgs which are partly learn-by-

doing have helped in building trust and reshapie\g employees behaviour.

Consequently, according to the HR Manager, peo@aagement skills at the Bank with
regard to day-to-day operations were largely carsid unnecessary as employees are
trusted to organise and manage themselves. Ithemafore be suggested that organisational
social capital, with emphasis on teamwork and mekaon generalised trust, rather than
formal monitoring has facilitated the formationtaist among employees and the adoption
of knowledge sharing behaviours. For example, eeangloyee at Poro Bank involved in a
project team is expected to work according to theescales jointly agreed by the team
leader and the client. The shared culture expecstand beliefs about the behaviour
actions exhibited by managers, experts, team lsaded supervisors have thus provided

the basis on which relationship of trust and muturalerstanding has developed.
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Furthermore, as the HR Manager pointed out, evenpl@yee of the Bank has the
opportunity to be selected as member on interjolisary project team and as a result,
employees are willing and able to share their keogé with others during project team

working. For example, as a manager from markatimgpointed out:

Project team working has resulted in the creatibmew knowledge or application of existing
knowledge in new ways. ‘In return, we enjoy a higformal, egalitarian working environment in
which we are afforded empowerment, trust and ammpkources both tangible (financial) and

intangible (time), to facilitate knowledge creatigvianager from marketing).

The felt trust that is inherent in the Bank’s sbcepital has therefore made employees feel
safe in taking risks on the organisation’s beh&lfe long-term employment practice (job
security and stable employee-employer relationsagproach adopted by Poro Bank can
thus be seen as a mechanism for building relatiwast, which is also an important factor
in building organisational social capital necessayr knowledge creation and
dissemination. Many researchers have noted thertanorole of relational trust in both
facilitating exchange among parties and, as nobexves encouraging flexibility and risk
taking. Through mechanisms such as these, sogmiatas thus seen as an important
component that encourages risk taking throughitgselations and as well as enhances

knowledge sharing in Poro Bank.

4.1.7. Significance of organizational culture

The HR Manager and those interviewed describe theeire of Poro Bank as “talking
culture” meaning everyone is encourage to commtmitraely without fear. The Bank’s
culture is described as very flat and flexible. sSTheans there is no barrier between top
management and lower level employees in interacing communicating. There is

frequent flow of information between top managemand lower level employees, and
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lower level employees can approach top managenoenmfbormation anytime. According

to the HR Manager and those employees intervieteste is no power distance between
top management and lower level employees. Furthermibere are no visible status
symbols at Poro Bank as employees address eachhnthbeir first names regardless of

their age or position.

As one manager pointed out ‘both senior managearahiower level employees share the
same coffee room and interact freely with each rottmel crack jokes’. ‘It is fun to find
someone there in the coffee room to discuss spottse cover girl on a magazine with just
to take your mind off the normal business stuff forwhile’(A manager in assets
management). The notion of egalitarianism at PoamkBimplies a flat organizational
structure, consisting of the Managing Director #mel Area Manager overseeing the rest of
the workforce. According to Youndt and Snell (2(B4), in its purist form, an egalitarian
organization is a classless organization with malipower distances between employees.
The fact that there is no status symbol at PorckBamd all class of employees sit around
the same coffee table facilitates informal disomssiwhich also enhances exchange of

ideas as employees feel more comfortable talkirtgisiinformal environment.

According to those interviewed, employees are @&swpowered to make discretionary
judgment in decision-making in matters they thigkn the best interest of the Bank when
dealing with customers without necessarily seekiregapproval from their superiors. The
majority of the decision-making process within P&ank involves significant number of

experts and team leaders, as well as managemenhagdment of Poro Bank

communicates frequently with employees at the wari@ce-to-face weekly meetings, and
through e-mails and the Intranet regarding curpnjects and potential future projects.
Concerning how flat is the organizational structafe Poro Bank, the Area Manager

pointed out:
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There is only one level of hierarchy in the orgatiamal structure separating the Managing Director
and the other employees. This mean that manageisemtry close to employees on the banking
floor, and is constantly listening to, and updatith information that helps in providing better

customer-service (Area Manager).

Another manager from customer service unit commkntdecause of the flat

organizational structure, we are able to gain spe@edess to information from front desk
cashiers who interact directly daily with custome#s casher-desk staff also pointed out,
‘we are able to go to management directly and kefpie them, customer complaints and
suggestions’. This kind of flat organizational sture therefore facilitates fast flow of

information throughout the Bank and thus, enablemnagement to adopt proactive
approach to managing customer service therebyrwelbie bank to deliver on its promise

of being the sector’s customer-service providertrga and employer.

Furthermore, evidence from the interview revealedt tthe official boundary between

departments at the bank is very weak, partly becalisemployees are assigned both
individual and team-projects. According to the NRRnager, when starting a new project,
individuals are selected from different departmetdswork as a team. This practice
therefore eliminates the tendency whereby depatthenanagers and employees focus
solely on their own department goals rather thabraging the whole organizational goal.
The low departmental barriers therefore prevent lepges from displaying radical

behaviours that do not conform to expected codmntluct, hence, facilitating knowledge
sharing across departments. Because in the formafi@a project teams, employees are
drawn from different departments, employees getiriderstand the importance of each
other’s role in accomplishing the goals of the pobj For example, an accounting person
who is conscious about cutting costs may now unaedswhy marketing or sales people

need more money to be spent on advertising in dodiering in more customers.

As stated earlier, Poro Bank has the policy ofuicrg and keeping employees for the
long-term. As the HR Manager pointed out, ‘the o@aghy we are successful in keeping
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our experts is fundamentally because of the workingronment that is offered to them’.
The employees interviewed, also view their jobsgagie challenging, interesting and
meaningful, and the organizational environment @i spirit as a contributing factor in
the performance of their duties. ‘We feel that we affered equal opportunity to learn
different skills due to the system of selectingiwdlials to work as a team on projects’ (A
manager from assets management unit). Another reafiagn bonds unit commented, ‘the
fact that we can be rotated around different pisj@t our entire life carrier in different

departments offers the opportunity to accumulateetsaof skills’. Furthermore, according

to Poro Bank Plc Annual Review (2007:16), a grougewsurvey shows that job

satisfaction is quite at a high level: employees that the work they do is challenging,
interesting and meaningful; and the organizatiatalate and team spirit contribute to the
successful performance in expert duties. Moreosapervisors empower employees in

daily work, trust them, treat them fairly and sugpeorkplace renewal.

In addition, according to the HR Manager and thossviewed, at the various face-to face
weekly meetings, the Poro Bank’s profitability, iaver and competitive position in
comparison to other banks is carefully monitored ammmunicated to every employee on
regular basis. ‘Every employee within the Bank ispk well-informed about new
developments, and communication between top marageand lower level employees
could be described as a two-way traffic’ (Area Mgerg. Major project proposed either by
management or by experts and team leaders is degtuiring the whole staff meetings
and team leaders meetings. It is further notedithpbrtant personnel of management are
also active team leaders, contributing significarid project teams working on various
projects, and are all considered to be active mesnbs well as management, thus
reinforcing the notion of egalitarianism. Accordito the Area Manager, the workforce at
Poro Bank is organized across divisions accordintheéir particular expertise, and there
are no hierarchical levels within, or across doms. At the time of interview, four
divisions existed, and personnel are drawn acrossiahs to work as a team on projects

depending on the clients requirements.
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Drawing back on the literature on knowledge manasgdnthere is a growing consensus
among researchers that building social capital iregua collaborative organizational
environment in which knowledge and information dww freely. However, there are
natural barriers to knowledge exchange, most otlwisentre around power relationships.
Szulansld (1996), for example, found that one eflilygest obstacles to the transfer of best
practices in organizations is due to poor relatigus between the source and recipient of
information. Breaking down these vertical (i.e.erarchical) and horizontal (i.e., cross-

functional) barriers requires the cultivation of@wen and trusting culture.

According to Youndt and Snell (2004:341), while exganization can truly function in a
purely classless manner, numerous HR activities melp move organizations in this
direction, and asserted that such HR activitiesadiyofall into five categories: eliminating
status symbols, creating flatter organizations,imizzing job classifications, empowering
employees, and utilizing flat pay structures. Adoog to these authors, status symbols
such as executive dining rooms, reserved parkiagesy and corner offices are deemed to
create physical barriers to communication as wellsacial subdivisions. Thus the flat
organizational structure of Poro Bank can be carsid to contribute significantly to the

process of knowledge sharing and the managemdmiosiledge workers.

Consequently, eliminating status symbols within P&ank has facilitated cross-level
interactions between employees in different divisiof the Bank. In a like manner, many
hierarchical levels in the organisational structoam also foster an environment of great
power distances which create communication barri€herefore, the flat organizational
structure of Poro Bank (i.e., one with fewer levels hierarchy) has increased the
organization's capacity to quickly share and legeranowledge. The minimization of job
classifications which is facilitated through jobtatbon sometimes referred to as broad-
banding has also created a more egalitarian envieoh where employees at Poro Bank
move about and communicate much more freely. Aalddtily, by giving employees
autonomy and decision-making authority, the Bark ihnareased employee involvement in
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all activities which, in turn, has led to a greatdltingness to share and transfer knowledge
and information. Furthermore, McGill and Slocum 949 argue that work structures in
knowledge-based organizations need to be charaeteidy permeability and network
intimacy. That is, the lines between functional aléments, between employees and
customers, and between the company and its veneersto be blurred (permeability), and
employees need to be kept close together and ttokey business processes (network
intimacy). Thus, perhaps, some of the best way® Bank has bring permeability and
network intimacy to life is through organizing waakound project teams, especially, cross-
functional and joint employee- customer problemssg ones. In addition, Poro Bank has
developed the capacity for teamwork and collabomatiamong its employees by
reorienting staffing criteria to focus more on npiersonal skills, and complement this with
team training and other cross-functional interaidhat facilitate broader knowledge
networks. Furthermore, performance feedback fronmagers, customers, team leaders,
and even subordinates at the various face-to-faeekly meetings has facilitated

knowledge sharing.

4.2. HR practices identified as impacting on knowlgge sharing

The second research question of this study wasdmitR practices impact on knowledge
sharing at Poro BankApart from the factors mentioned in the precedsegtion as

facilitating and enhancing knowledge sharing, a benof HR practices namely: in-house
training, fair promotion and compensation systend @b rotation were identified as

having impact on knowledge sharing at Poro Banlkes&hwill now be discussed in turn.



87

4.2.1. In-house training

Training is defined as “attempts to develop any limation of physical and cognitive

skills in order to achieve new or more effectiveywaf behaving” (Taylor 1989:143).

According the HR Manager, Poro Bank has its owndded in-house training programme,
and there is a trainer who is solely responsible tfaining new and old employees.
Training covers various topics including the depeh@nt of technical skills as well as the
managerial skills of planning, decision-making, aaatrol. Training also covers the need
for organisational development, team building, &od to manage conflicts. According to
the HR Manager, all new employees for generaligitipm undergo formal classroom

training for a period of two weeks.

As the HR Manager pointed out, ‘when new employjees Poro Bank, the opportunity
through which they get to know each other is fitlstpugh the collective in-house training
programme, and second, through the on-the-job itigiin After the new employees
completed their two weeks formal classroom trainthg@y are now assigned to the cashier
desk where they start their career as cahier, demoarator, loan section clerk, or customer
clerk. According to the HR Manager, the second estafytraining, the new employee is
learning-by-doing. This means new employees wha oro Bank are supervised by
senior tutors who have joined the bank a few yémfore them and their own bosses.
‘Learning-by-doing training process gives me theagunity to acquire general knowledge
about Poro Bank’s operating activities, its custmsrend organisational culture’ (Cashier
desk employee). Poro Bank has its own distinctucelas the HR Manager describes as
‘open and talking culture’. This means people goeroto new ideas and are willing to
communicate and exchange ideas in order to prowditer customer-service. The
supervisors who train new employees on-the-jolttemselves trained in accordance with
Poro Bank’s way of doing things, and so by trainimeyv employees on-the-job, they pass
on the Bank’s norms of conduct in how to interaathbwith fellow employees and external

customers. As a manager from asset managemeneganut:
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| can recalled on my first day at the cahier déskas nervous looking at all those customer and had
no clue about what to do, but thank God, with aesvgor standing on my shoulder, and showing
me which keys to press and which menus to operhencomputer screen in order to achieve a
desired result, | was able to learn quickly’. kea a great deal to remember all those commands and
menus, so after work every night on bed, | will toyplay back all the transaction | have executed

and in that way, | store everything in my memorynjanager from asset management).

As commented by the Area Manager and the HR Managanagement at Poro Bank
believes that in this present turbulent businessr@mment, the key to success rest on how
well the Bank is able to proactively manage its hamesources in order to create capacity

for change management in work and operating praesdifhe HR Manager pointed out:

We recognised the importance of knowledge sharggpbse of the large pool of experts who are
part of the baby boomers generation who will behesg the end of their service soon so in order to
support management, cooperation and sharing ofresp®f employees of different ages situation,
various operating models, tools and training meshbdve been developed. One of our training
models is the ‘Good Age’ programme aimed at helgingployees of different ages work together,

and bringing together experiences and fresh iddRsManager).

According to the HR Manager, training of new empley has been reviewed and the focus
of competency development has shifted to customeen sales training by coaching.
Management has realised that much of what theyedaires practiced-based knowledge
therefore, new employees learn-by-doing. As the Mi&hager pointed out, ‘the way new
employees learn in this organisation requires sfmheone has to stand behind the new
employees and teach him or her, how things worli, yave to learn-by-doing’. According
to the HR Manager, more and more emphasis is bglaged on the development of

management by coaching and leadership skills.

The in-house training (Poro Academy) offetrmining related to both the business

operations in the divisions and to workplace skilsanagement and leadership skills.
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Besides training programmes designed for new ssarte 31 December 2007, Poro Bank
Group launched new expert training programmes. i@ one-year Expert Training

Programme is aimed at new experts for Banking amddstment Services, while the Sales
Manager Training Programme trains experts for Nda-lnsurance. As part of the human
resource strategy, Poro Bank’s objective is to gweersonnel competence in the long-
term. Through the new training programme calledoPdcademy, employees are offered

flexible training and development in their own wplkces and trough job rotation.

The Poro Academy is run by Poro Banks’ own traireerd external training partners, and
training materials are tailored to the needs ofBhek. The Poro Academy provides good
opportunities for professional development. Fornepke, the Academy offers Finance
Diploma which is designed for new employees andRim¢her Qualification in Financing
and Insurance for more experience employees. The Roademy also offers Sales
Manager Diploma that is intended to enhance th&kwbisales managers and supervisors.
In addition, an eMBA is tailored to the needs ofrd®&roup targeted at managers and
experts. In addition to the above programmes, patecourses, seminars and training
programmes are also used in connection with variexgert tasks. As a manager

commented:

| am very happy with the in-house training prograeninthink we are all given the opportunity for
advancing our carriers. | have learned so muchim programmes, for example, | have acquired
leadership management skills which has | have egpti efficiently managing project teams. | think
there is fairness in learning opportunities for edhployees, and this helps to sustain employees’
motivation and gives them the feelings that the lBaares for their future career prospects by
making available various types in-house trainingggammes for career development (A manager in

the asset management unit).

As transpired from the interview, the human reseuranagement department is concern
about upgrading the skill levels of all employessi not just some few privileged ones. As

the Area Manager commented:
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The favourable informal environment that in-houssning creates enables employees to provide
updated information concerning other employee’&«gaprovides a forum for acquiring common-
sense in Poro Bank’s operational activities, featéis the elimination of departmental biases and

provides opportunity for acquisition of job-relatefiormation (Area Manager).

Within Poro Bank, according to all those intervielvemployees have to freedom to decide
for themselves, which courses they think is necgsgaattend for self-development, and
when they must do so. Although management is cotigtanonitoring employees’
performance on the job, the Bank offers employbhedlexibility to decide for themselves,
which course they think they need to attend. Thexilfle approach to training and
development thus illustrates management's activeowagement and support for
continuous professional development of employessa Manager pointed out, ‘through the
in-house training programme, employees are ablenae knowledge contribution by
effectively using the Bank’s knowledge sharing soslich as E-mail, Intranet, Database
and other information sharing systems’. ‘We as rgaraare courage to talk openly and to
express their ideas and opinions and to cultivae dttitude of listening to, and be
supportive of employee ideas and suggestions fierbeays of doing things’ (Customer

service manager). As another manager from maxketiad sales pointed out:

As a result of the training given in how to shame aise other people’s information, employees have
recognised the value of individual contribution aahange of quality information which helps in
developing and delivering better customer-servibat creates satisfied loyal customers, which in
turn transcend into good financial performance aedce, large bonuses at the end of the year
(Manager from marketing unit).

Apart from training employees in how to work in e share ideas and accommodate
individual difference for the common purpose ofvypding high quality customer-service,
employees are also trained in how to use informat@mmunication technology (ICT) in
knowledge sharing. The Poro Bank’s in-house trgmrogramme teaches employees how

to prepare PowerPoint presentations, and how toenpa&sentations to wider audiences.
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Employees are also trained in how to use E-mdiks Iitranet and the Internet. According
to the HR Manager, the Bank’s Intranet system ierehmost of the Bank’s internal
information is posted so employees are trainedim to use it in sharing information. As a

manager from customer service put it:

Through the training programme in service qualdll, employees become aware of the type of
information that is most useful, and how to pregarg information so that it can be most useful to
other employees, and as a result, employees ha@argeaware that other people are using their

suggestion, ideas and opinions (Customer servittenanager).

Employees are also thought how to effectively dedar information from the Bank’s
database. In addition, employees are, thought hmwtdre and retrieve data from the
database and process them into meaningful infoomdbr managerial decision-making.
For example, as a manager from marketing and galgged out, ‘through the in-house
training, we are able use the technique of datangito drill down to specific information
about a particular class of customers, for exampi¢ential first-time home buyers and
target them for home-loans’. According to the HRndger, Poro Bank offers this kind of
training to employees because, they know that {fleyee see that others are being trained
in effective ways of using the knowledge-sharingtesn (e-mails, electronic memos,
Intranet and Internet), they are more likely toidwed that others will receive the
information that they posted in the system, formegke in e-mails and on the Intranet.
Furthermore, according to the HR manager, the madit positive side of offering this kind
of training is that it increases the likelihoodtteaployees will use the Bank’s database to

look for ideas or information that may help thenperforming their daily tasks.

The in-house training programme is also complententéh group discussions which are
aimed at helping employees feel comfortable in camigating with each other, and get to
know each other on a personal level. Accordinght® HR Manager, another reason for
building group discussions into the in-house tragnprogramme is to provide avenue for

employees to identify with each other and for theug to develop trust and feel
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comfortable in discussing corporate objectives sdoaprovide suggestions on how they
should be supported by management in achievinglfeztives.

As transpired from the interview, the reality iathall employees at the Poro Bank know
that apart from the ritual face-to-face weekly nregt, the Intranet, e-mails and the Bank’s
database are the other alternative knowledge-gharacthanism available to them. Thus, it
can be recognised from the above analysis thdtuhean resource management practice of
training per se on its own does not eliminate thblip goods dilemma associated with

knowledge sharing, but when it is done in such & that employees are aware that the
contribution of their knowledge is helping othersdathe organisation’s objective as a
whole, and are supported by management in a pesitizy, employee self-efficacy is

increased.

It can therefore be suggested that the in-housd@ngahas increased employees’ perceived
efficacy in knowledge sharing as they are traimed programme that teaches how to make
knowledge contributions and how to use the comsakgbwledge-sharing tools that could
effectively increase knowledge sharing behaviok®. example, employees may not be
aware that their contributions are useful to othersthey are not convinced that other
employees will receive the information that theytribbute unless they are made aware
their contribution is valuable to others and to trganisation as a whole. The in-house
face-to-face training has therefore provides anirenment where employees feel
comfortable in talking and having group discussiofise above analysis is therefore in
agreement with Bouas and Komorita (1996), who ssiggethat the effect of face-to-face
communication and the effects of other forms of samication- for example, written
message only or computer mediated communicatioreases cooperation. Furthermore,
according to Deutsch and Gerard (1955, as citefeimg and Chen 2003:595), normative
influences generated from discussions- that isudsiag the dilemma provides information
on what choices others in the group say they allenwgito make, thus establishing group

norms and introducing conformity pressure in favoiircollective choices. In addition,
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according Messick and Brewer (1983, as cited ZenigGhen 2003:595), trust is developed
through discussions and interactions hence, talkibhgut decisions may cause group
members to believe that others are committed tamgatorporative choices, and enhanced
trust, which in turn reduces the perceived riskolmed in making cooperative choices

oneself.

4.2.2. Fair compensation system

According to the HR Manager, the Poro Bank Grouqisiness lines, that is Banking and
Investment Services and Non-life Insurance opematgsared incentive scheme for the first
time in 2007. According to the HR Manager, thisesalk is made up of both long-term and
short-term reward systems which covers majoritythef employees. Compensation and
reward consists of three parts in the Poro Grolipbésic pay (2) short-term rewards, and
(3) long-term rewards. The basic pay is determimgthe challenging nature of the job and
the level of educational qualifications and workiegperience. Short-term rewards, or a
bonus system, are implemented to promote the amment of sales and project objectives.
According to Poro Bank Group Annual Review (2007,;2&8bout 83 percent of the
personnel received bonuses in 2007, amounting @ E&J4 million, or 5.5% of wages and
salaries. Long-term rewards are based on the resadte by the Bank as a whole. As
transpired from the interview, it is important tote that there are predefined salary scales
at each entry levels at Poro Bank which are opemegotiation depending on one’s
previous working experiences, especially in theecalsspecialists. According to the HR
Manager, membership to a particular labour uni@o aletermines an employee’s salary
scale. For example, in Finland, the entry levehisakcale for graduates with a Master’s
degree in Economics and Business Administratiodei®rmined by SEFE -The Finnish
Association of Business School Graduates. SEFEnptgeto influence the national social
and income policies via AKAVA, the Confederationldriions for Academic Professionals
in Finland. SEFE also participates in bargainingl aontract negotiations concerning
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professional and managerial staff. Thus, the Fmbgrgaining tradition covers personnel
groups up to managerial positions, especially enghblic sector.

In order to promote information sharing and enhaegswmloyee commitment and motivation, we
implement the strategy of long-term incentive schetmased on Personnel Fund aimed at
contributing to achieving the Group’s key stratebicsiness goals and motivating employees and

strengthening team spirit’ (Area Manager).

The Personnel Fund and an equity bonus system &ragement are used to promote
sustained growth, long-term top performance andégraerel commitment. According the

HR Manager, majority of management personnel analees of the Fund, and the Fund’s
indicators common to employees are measured otegitagoals. The goals set for the
short-term incentive schemes are measured on tdriyein annual plans. For example as
the Area Manager mentioned in the interview, ‘weehaeveral marketing campaign that
we conducted during the year, and during this cagmga each division sets its strategic
goals in monetary terms which are then executed ssam-projects’. Another manager
from non-life insurance unit commented, ‘in order facilitate knowledge sharing and

strong commitment at all levels, corporate strategials are broken down to team levels
and resources are deployed to support teams ir\anpithese goals’.

According to the HR Manager, Poro Bank have twoarels systems: individual reward
system and team-based reward system. This meanfirséhaemployees of the Bank have
an individual salary which is determined by thenofpssional qualification, working

experience, and position; and second, employees hasalary which is based on the
performance of the team to which they belong inceiag a given project. The focus on
personal performance and an employee’s evaluasidtased on individual performance.
However, the Markets and Asset Management divisimplement specific schemes
designed to be in line with these divisions’ ownywaf doing things that support the

achievement of goals. As the HR Manager put it:
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We implement the two-tier reward system in ordebéofair to all employees, given the fact that
each employee bring to the Bank different skilduaation qualification, working experience and
expertise. ‘The team-based reward system is desgignghape employees behaviour in achieving the
goals of the Bank, and at the same time, make gmeeaware of the type of behaviour that is

acceptable in the organization (HR Manager).

By recognising that compensation and rewards systefluence employees willingness to
share what they know and collaborate with othexdhieving the Bank’s objective of being
the sector’s customer-service provider, partner @ngloyer, Poro Bank has implemented
a two-tier compensation and reward system thatcesiuhe social dilemma problem
associated with knowledge sharing. As mentionetieeaPoro Bank implements a long-
term employment contract system and individuals teadhs that have invested significant
resources in building up specific competencies nmaybe willing to share their knowledge
unless they are provided with the right incentif@sdoing so. They expect a fair, if not
high, return on their investment of time and knalge. Hence, unless knowledge-sharing
is built into individuals’ expectations and is efted in reward systems, knowledge sharing
is not likely to take place. Thus it appears th@npensation and reward system of Poro
Bank is structured in such a way that it promote®wedge sharing, even though
management is not consciously aware that thisasr¢lason why employees do not view
their individual knowledge as power, or as a bariga tool in negotiating for salary

increases, or for promotion as it emerged in thermew.

Each of the human resource management initiatokestified in the study as discussed in
this thesis has increased the capacity and opptytdor knowledge exchange and

combination, but does not guarantee the motivatmmlo so. Hence, major changes in
incentives and culture is required to motivate klsnlge exchange. In many organizations,
sharing knowledge diminishes an individual's pobase; therefore, strong incentives need
to be put in place to bring about collective exa®n According to Youndt and Snell

(2004:342), even in the best of circumstances, arket for knowledge" exists and there

are cost-benefit trade-offs in any person's degistoparticipate in that market. Thus the
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group incentives schemes such as team-based repm@fit sharing, and gain-sharing
systems implemented by Poro Bank has helped enhate employees interact and
exchange ideas with others as their compensatitiedso individual contributions to the

project team, and the performance project teamvasode.

The above analysis, viewed from the perspectivesafial dilemma associated with
knowledge sharing is therefore in line with Law{2000), who asserted that one potential
intervention to increase the value of the collextgain would be to combine knowledge-
sharing programme with gain-sharing or profit shgrplan in which every individual
receives a bonus based on the success of the kahgeviharing programme. The reward
scheme implemented by Poro Bank motivated employ@esontribute their knowledge

because they realised they will receive bonusteeiproject is successful.

Furthermore, team members share information orept®pecause they value the collective
gain accruing from the project- that is the highellective gain, the higher employee’s
bonus. Thus Poro Bank’s reward system dependseonaimbined efforts of the individual

and the other members on a project team with whieenexchanges knowledge. Given that
the employee’s contribution should benefit the pbé of the project team members, this
contribution should also increase the potentialugabf the gain-sharing bonus the
employee will receive. Thus the success of theegtojeam which is a reflection of a
successful project implementation, which then tietes into sales revenue, profits, and

hence, shared bonuses, could be judged as thenweitwioa successful knowledge-sharing.

4.2.3. Job rotation

According the HR Manager, Poro Bank has introdyobdrotation as a training practice
that facilitate the accumulation of new knowledpence, all new employees start their
career at the Bank as a cashier, deposit opeiatm, section clerk or customer section

clerk. And as they progress with their experieanghe job, they are then moved across
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divisions within the bank under the instructiontloéd HRM department. As the HR and the
Area Manager pointed put it:

Job rotation provides the opportunity for employaesvork with others across various functions in
the bank and keep the information network alivesigising employees to different tasks and projects
proves the opportunity to acquire variety of skéts that in case someone is sick, or is on holiday,

the work flow is not disturbed (Area Manager).

Although in Finnish companies and likewise at PBank, the institutional structure is
quite logically structured on the basis of cleartiefined individual tasks and
responsibilities, the practice of job rotation aalibcating work to project teams has
somehow blurred job boundaries among generalidtsstAs a manager from asset

management unit put it:

Because of the practice of rotating individualgptrform different tasks in different divisions, and
on different project teams, an employee from my isable to cover for another employee in say,
bonds unit at anytime (Manager from asset managgmen

For example, as the Area Manager pointed out, éraployee of a particular department or
on a particular project is on holiday, or is in pibal, his or her job is taken over by another
colleague in the least disruptive manner. Thus,cihailation of information concerning
the nature, due date and resource available faslkatb be completed is of great importance
at the Bank. Another manager from trading unit pednout, ‘the rotation of employees
who have accumulated previous working relationghifhe same department has therefore
allowed strong networks of information sharing evelop’ (Trading unit manager). The
employees interviewed claimed that the ease witltlwpeople are able to talk with each
other facilitates the exchange of information witkthe bank. The consensus among those
interviewed is that the ‘talking culture’ of the lBahas facilitated easy interaction with co-
workers and customers. During the interview, castiésk employees are often seen

talking on the phone and employees going back arid from colleagues’ desks to ask for
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information or seeking opinion on certain issues. & manager from marketing unit

commented:

The job rotation system has helped in building damoaphere of familiarity and common
membership among employees, and the ability of eyggls to perform different tasks beyond what
is normally stated as their job description hasoenage strong cooperation among employees within

the same department at functional, team, and enadtievel (Manager from marketing unit).

The above evidence therefore corroborated with @ed996: 74), who asserted that job
rotation increases the feelings of camaraderie witier team members. As the HR

Manager pointed out:

The job rotation practice affects employees’ genpeaspective about the bank’s activities as a
whole and as such, employees are able to carryheutasks assigned by a particular department

even after their transfer out of that departmerR (lanager).

Again, according to those interviewed, there is aural positive attitude to sharing
information on the basis of an expectation thatabiecan be returned in the future, since
every employee has the chance to become a poteotiahgue through the job rotation
system. Furthermore, the Area Manager pointed loat the sense of togetherness and
departmental expectations of task accomplishmentf@ind to be higher within the job
rotation system, where ongoing interactions arewat a longer time to develop and as a
result contributing to knowledge sharing.
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5. DISCUSSION AND CONCLUSIONS

In this section, first the discussion of the fingnstudy will be presented. Second, the
limitations of the study will be presented. Thitkde practical implications of the study will

be presented. Finally, suggestions for future mreseaill be presented.

5.1. Discussion of Findings

The purpose of this study was to examine the extewhich human resource management
practices facilitate and enhanced knowledge shanran organization. Using theoretical
concepts drawn from socio-psychological and HRM donmiegarding knowledge sharing
behaviour, this thesis demonstrated that shareyubsge, weekly meeting, trust, team work,
long-term employment, and promoting equality andn&ss at the work place have
facilitated knowledge sharing at Poro Bank. Furtiane, using the same theories from HR
practices perspective regarding knowledge shatimgfindings of this study revealed that
in-house training, job rotation and fair promoti@md compensation system have impacted
on knowledge sharing at Poro Bank. In addition, trganisational culture has also
facilitated knowledge sharing at Poro Bank. Thedifigs of this study showed that
knowledge sharing at Poro Bank was to a large éxtailitated by socio-psychological
and cultural factors. The integration of distriitenowledge at Poro Bank was therefore
underpinned by particular socio-psychological festorganisational culture and employee

development and participation strategies.

It was evident from the study the unique mannewinch these participation strategies
were implemented thereby developing a context ofgt&ttices as a form of participation
(see figure 1). In this study, the combinationhege particular set of HR practices created

specific condition for the establishment of knovgedsharing. There was a strong culture
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drive behind recruitment process: prospective eygde were recruited on the basis that
they ‘fit’" within the organisation. The HR managpointed out that ‘we do consider
educational qualification of prospective candidabeg we look more for people skills- that
is the ability of a prospective employee to workhnother people when we are recruiting’.
Thus, suggesting a notion of select according toilfdone of us. This selection of
employing people who possess skills and exhibiabiglurs that match the organisation’s
values and culture of Poro Bank thus enables cdiometo be drawn between the socio-
psychological determinants of knowledge sharingth@ recruitment process, particular
attention was paid to candidate’s verbal commuignatfor example fluency in both
Finnish and Swedish language and the ability teradt and work with other people. Thus
from the onset, HR practice were focused on knogdesharing and provision of social

support for connecting various participants inkhewledge sharing process.

The employee training and development process wasngortant mechanism through
which the dissemination of knowledge at Poro Baekadme interconnected. The approach
to training and development taken at Poro Bank etasacterised by team-based learning,
on the job training, cross-boundary learning, agariing-by-doing, thus, depicting the
sharing of knowledge through problem-solving anel ithplementation of learning across
all divisions in the bank. The manner in which tearning across projects is organised
through rotation between various client projectspguted the notion of sharing knowledge
at Poro Bank. The implementation of HR practice®ugh key sub-structures of social
capital such as shared language and numerousddaed weekly meetings facilitated the

sharing of knowledge.

Furthermore, the mentoring process through the dGdme’ programme in which
employees of different ages and experience workthay ensures that knowledge remained
distributed across the bank. As evident in thiglgtihe HR practices at Poro Bank were
embedded in socio-psychological factors (shareduage, trust, long-term employment,
teamwork, fair treatment of employees, and intepeal relationships), and the
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organisational culture. The social embeddednesbasfe factors had thus become part of
the way things are done in the organisation theretgouraging an informal but yet,
standardised approach to the management of knoe/ledgkers, as well as the sharing of

knowledge.

The training and development process of employéd3oeo Bank particularly created a
structure that support knowledge sharing. At thee @d this structure is the organisational
culture. The flat organisational structure, thelkitay culture’ (open and frank

communication), team work, the practice of managdgmeading by good example,

combined with low functional and divisional barseand fair promotion and compensation
system has created environment conducive to kn@eletharing. The promotion of good
organisational climate, leadership performance sindle corporate culture characterised
by trust, employee well-being at work, as well apiwble reward systems and open
communication are high on the agenda. Hence, diitdraining and development practices
employed by the Bank were aimed at ensuring emplagenpetencies and skills. In this
respect, a business-driven approach and competdagelopment priorities through

practices such as teamwork, leadership qualitisge@ management, and interpersonal

communication skills which are reviewed annuallgyeld key role in knowledge sharing.

At the heart of all these is a strong sense of eygas’ identification with the
organisation’s culture, history and core capab#itiEvidence from this study shows that
the mechanisms for the implementation of HR prastiavere socially driven and
encourages a social approach to the practicedabititated knowledge sharing. A strong
sense of social consensus governed the operatimtias of Poro Bank and high degrees
of participation in knowledge sharing were madesfie through strong cultural controls.
The flat organisational structure and the cultufeogen communication, egalitarianism,
employee empowerment, fair reward and compensati@wiems and teamwork spirit
developed and thus became embedded through comtiptactice. The reduction of
horizontal barriers through the use collaborati® ptactices such project team work and



102

cross functional rotation of jobs facilitated knedfe sharing. This finding echoes the
convictions of executives such as Jack Welch (EX0GE General Electric) who have
vocally supported the boundaryless organisatiora aseans to promote teamwork and
group problem solving and decision making. Simgly, one othe quickest and best ways
Poro Bank had build trust and open culture whergleyees freely share and seek
information was to eliminate as many vertical araifzontal organizational barriers as
possible. As the walls between the functional amisidnal breaks down and ultimately
disappear, social capital prospers and grows becpegple have much greater access to
one another as well as the motivation and incentovautilize this newly developing

knowledge networks.

Furthermore, the focus on recruitment process wsirig someone as ‘being one of us’
strengthened the unity among employees at Poro Badkhus, created an environment in
which common frames of understanding were estaddisind knowledge sharing was
facilitated. Knowledge management within Poro Bdhis, consisted fundamentally of
facilitating and sustaining the process of knowkedgeation. This was achieved primarily
through specific HR practices that created an asgdional environment in which
knowledge was willingly shared by employees, anglegees were motivated to stay with
the Bank. Project team working was not hinderedelperts jealously guarding their
personal knowledge and expertise, and more gepeth# organisational culture is such
that employees are motivated to remain loyal. Malkiknowledge and skills was thus
retained within the Bank over time because empleyame selected on the basis of their
cultural fit, which was subjectively assessed by HR Manager, the Area Manager and
external consultants. Cultural fit at Poro Bank lieg the ability to communicate with
customers and employees in the same languagehanliltingness and ability to work in
team and share knowledge and skills with employem fdifferent disciplines within the
Bank.
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The case of Poro Bank demonstrates that trustedHanguage, teamwork, fair promotion
and compensation system, job rotation, and commitrtteough long-term employment
enables core employees to share experiences thsiitate tacit knowledge, and promotes
motivation and willingness to exchange informati@xperts and other employees remain
with Poro Bank because it afforded them a uniquarenment in which to work. They
have the opportunity to be selected to work onridtsciplinary projects which allowed
them to work with others from different specialisared further develop and enhance their
own intellectual capital. Inter-disciplinary projeteam working provided these highly
skilled experts with a knowledge-rich stimulatiaomvgonment in which to work and there
were also abundant opportunities and resources madkable for continuous professional
development. At Poro Bank, experts, project teaamg] other employees worked in a
highly egalitarian culture, characterised by highst in which knowledge sharing was

considered as the norm of the organisational enment.

The project-based/team-based reward system seovetimtulate knowledge sharing and
created internal market for expertise. While projeam leaders aimed to achieve project
revenue targets as a matter of professional pifbse that had difficulties in achieving the
targets set were given active encouragement bgidinal managers to improve. Therefore,
it can be said that the high trust environment @foPBank is characterised by the way in
which team leaders organised their work activisesund other members of the project
team. In addition, sufficient resources were madailable, not only for professional
development, but also for the development of nesasdmore generally through the ‘Good
Age’ programme which provided a highly conduciverimmnment to help employees of
different ages to work together, and bring togethgreriences and fresh ideas.

The various mechanisms for knowledge sharing suchnéaiouse training, on-the-job
training, and job rotation acted as a medium fatding trust among employees. They
serve as the means in which experts and other gegdoengage in face-to-face
communication and build up close personal relatittns thus evident from this study that



104

it was the elements of socio-psychological anducaltfactors then, in combination which
facilitated knowledge management activities centsedpoeople management issues rather

than formal HR practices per se that facilitatedwiedge sharing at Poro Bank.

Simply put, project teamwork, trust, job rotatishared language, team-based reward
systems, equitable treatment of employees, faimptmn and compensation systems, and
the organisational culture has addressed issueshvaingé at the heart of the tension between
the distribution and sharing of knowledge. Accogdio the HR Manager, Poro Bank is
systematically preparing for the increasing numdderetiring employees in the next few
years. Therefore, fostering favourable internal erttrnal employer image and enhancing
a goal-oriented way of doing things has playeduziat role in knowledge sharing and has
thus enable Poro Bank to remain an attractive wadg Substantial effort was therefore
directed mainly at sustaining a highly informalcisb environment in which experts,

managers, supervisors, team leaders and other ge@sl@njoy working.

Furthermore, evidence from this study shows thahatmoment, information technology
systems played a very minor role in knowledge manemt at the Bank. Information
technology is only considered to be a tool for llewel communication and co-ordination
such as E-mail and Intranet. The Poro Bank is nowthie process of developing a
comprehensive knowledge management database fowléahge sharing. However,
management has recognised the potential of infaomatechnology as a tool for
knowledge sharing. Knowledge management at Pork Ba& the time of this interview
focused more on the structural and cultural factegsiired to facilitate knowledge creation
and sharing than on the development of extensiwgqrdatabase systems identifying who
knew what- had relevant skills and expertise- thay formalised knowledge management
database. Knowledge creation at Poro Bank religdgoily on attracting and retraining
those individuals most capable of communicating aéring their knowledge and

expertise with others. In this respect, distinctsaeio-psychological factors that enhance
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high levels of socialisation are crucial thus, Higjfting the highly situated social context

nature of knowledge management in practice.

The findings reported in this thesis reveal thaiwledge sharing behaviours are influenced
by individual, interpersonal and organisationaltdas. At the individual level, teamwork
and team-based compensation and bonus sharingnsystieices greed and thus increases
knowledge sharing. At the interpersonal level, cofeam working and effective feedback
system has an indirect influence on knowledge Bhdy lowering greed and raising self-
efficacy. As Cabrera and Cabrera (2002:696) poioigd selective incentive systems can
change the nature of the situation so that sodendha no longer exists; and cooperating
becomes the dominant strategy, because receivangethiard maximises the individual's
gain. At the organisational level, organisationaltwe and management support leads to
utilisation of user-friendly information and commcattion technology resulting in more
knowledge sharing, especially explicit as opposedatit knowledge. As Jarvenpaa and
Staples (2000) pointed out, well-designed, usenftly groupware simplifies the task and

reduces the time necessary to distribute one’sidea

This study found that elements in each of the thiheeries namely: social capital, social
dilemma, and social exchange as shown in Figuriel framework used for this study
facilitated knowledge sharing. The dimensions afiaocapital namely social ties, shared
language and trust greatly facilitated knowledgarisiy. Likewise, the implementations of
team-based bonus reward systems and project tedmvesr eliminated the problem of
public goods dilemma associated with sharing kndgée The series of weekly face-to-
face meetings, job rotation, project teamwork amel 1Good Age’ programme has also
promoted social ties among employees, hence prayidin avenue for employees to

interact and exchange information.

The findings of this study also shows that althotigh practices such as in-house training,
job rotation and fair promotion and compensatiosteay impact on knowledge sharing,
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HR practices, in and of themselves, have littleepbél for being a mechanism for
knowledge sharing. However, this is not to igndne tmportance of HR practices in
enhancing knowledge sharing. The findings of thislg show that although, HR practices
are not themselves the facilitators of knowledgarisly, they play an important role in
developing and reshaping employees’ behaviour. Altegto Schwartz and Davis (1981),
HR practicegrovide information and shape the behaviand experiences of employees,
thus becominghe means whereby cultures are created and suktiinessence, this thesis
suggest that HR practices do not directly driveaargational knowledge sharing; rather
they do help facilitate group interaction and knedge sharing (i.e., social capital), align
rewards or selective incentives and gain-sharinggg@ammes with participation in

knowledge sharing (i.e., social dilemma), promdiesnorm of reciprocity, which obligates
people to respond positively to favourable treatinfee., social exchange), which, in turn

drive knowledge sharing.

In this study, the various practices that were @ygd to address the needs of knowledge
workers have been discussed and provide furtheghthsito how Poro Bank managed the
tension between the distribution and sharing of wkedge. With regard to socio-
psychological factors mediating role in the HR piaclinkage in knowledge sharing, this
study provides both managers and academics a netaded analysis of how target HR
investments builds human and social capital, whichurn, drives knowledge sharing.
Instead of simply investing in HR with the hopetthatrickle-down effect on knowledge
sharing will occur, this study provides managersd ascademicians some clearer
understanding as to what happens in the large lidagkoetween HR practices at one end,
and socio-psychological determinants of knowledugriag at the other. Furthermore, this
study shows that there are two practices by whitlorganization can achieve a strong
strategic culture. First, the organization musetaly plan its HR practices so that they are
aligned with its strategy in order to promote thesiced behavioural norms. Second, the
organizational values can be strengthened throbghdeliberate selection of candidates

who share the desired values and norms.
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5.2. Limitations

As with any study, some limitations exist with tipeesent study that needs to be
recognized. First the relative sample size of in&vees created the potential problem of
generalizing the findings of this study. Secondpgis sample from within one firm should
be recognized as a potential limit to the geneaaibs of the findings in this study.
Knowledge sharing may take different forms, sucbrasto-one (between two people), one
to many (e.g., in a meeting within one’s departrjeatd one to all (knowledge stored on
the intranet that is accessible to all employed)s Btudy adopts a qualitative retrospective
approach based on a single case study by intemgef@w members of the organisation;
hence, a broader examination of large samples cwdbiith on-site observation of how
knowledge is shared may provide detailed insigtd how knowledge is shared at macro
level. Furthermore, there is certainly great valmeconducting cross-industry studies
through multiple replications of results across aiety of sub-samples and Greenberg
(1987) specifically proposed a strategy of condwgctiumerous studies on different sets of
homogeneous subpopulations in order to determiaébtiundary conditions of particular
theories. However, there is also value in studyasges related to a single firm and while
this paper does not recommend immediate generalizaf the findings of this study to
vastly different firms in sectors such as manufactuor retailing, it is quite comfortable
recommending some generalization to other knowledigmsive firms such as accounting
and law firms. Certainly this paper calls for fieuresearch to be conducted with lager

samples and in other industries.

5.3. Practical Implications

This study demonstrated support for the theory Hiatpractices can impact on the skills

and behaviours of the workforce and these pracacesmaximally effective in enhancing
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knowledge sharing when paired with strategy andcmiggational culture that fosters trust,
open communication, collaborative work, employed|-‘eing, long-term employment
relationships, and fair promotion and reward syste8irategies can be thought of as the
diverse approaches that organizations choose towfah order to achieve success or a
competitive advantage, while, culture can be dbedrias the characteristic way in which
work is done in different organizations. Thus, th®lication for managers is that the
culture of the organisation will be an asset for @ganization if it encourages the
behaviours that support the organization's interstemtegy. That is of course, assuming
that the strategy chosen is appropriate for sucgess the organization's competitive
environment. O'Reilly (1989) affirms that culture the set of central norms that
characterize an organization and shape the behawfandividuals and groups within the
organization. He explains that norms can be unoledsto be expectations regarding which

behaviours are appropriate and which behaviourghappropriate.

5.4. Future Research

This study is limited to the internal analysis ofokvledge sharing at Poro Bank Vaasa. In
spite of the recognized importance of the relatigmbetween the elements conducive to
knowledge sharing and the Bank’s work processes,discussion does not extend to
detailing relationships with external stakeholdemsch as the servicing of customers. A
stakeholder analysis would provide a richly dethéecount of the internal activities of the
bank and the way social networks, long-term retetiand human resource practices relate
to the outcome variables of the degree to whichMedge is internally shared. Certainly,
future research is needed to asses the extent iohwielationship with external
stakeholders impact on knowledge sharing.

Furthermore, although this thesis developed thealedrguments in terms of HR practices

facilitating knowledge sharing mediated by sociggb®logical factors, an empirical study
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using large sample from firms in the manufactuiangl service sector, and measuring how
this factors impact on firm performance providegrawe for future research. Previous
studies have used both equity and asset-based regaq®OE and ROA) to assess the
relationships between HR, social capital and peréoce. Nonetheless, all performance
measure such as ROA, for example, tends to overdte performance impacts of
intangible assets such as social capital becagseutiiderstate organisation’s capital bases.
Sales-based metrics may also overstate the penfimanienefits of social capital because
they do not take into account the costs of devalppind using such capital. Thus future
research measuring the impact of HR practices aaidlscapital on knowledge sharing and
firm performance employing a host of organisatiopa&rformance metrics such as
economic value added (EVA) to gain a more completgerstanding of the performance

outcomes of HR practices and social capital pravidemendous opportunity.
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APPENDICES

APPENDIX 1.

Semi-structured interview questionnaire

1. What are the human resource practices of your bank?

2. To what extent do you perceive HRM practices as spag employees behavior
in knowledge sharing in your bank?(how does the bank develop communicate
and reinforce shared goals between employees

3. What policies do you have in recruiting, trainingdaetaining employees, e.g.
experts?

4. How is training and development organised?®)( do you carry out formal
systematic training?)

5. How would you describe the culture of the bank?Vertical relationship, what is
the management structure of the bank?

6. How would you describe your organisation’s compensi@n policies?

7. What is the perception of employees about HRM praates as means of
knowledge sharing?

8. What informal activities are pursued as means for kowledge sharing in the
bank? (social networks, how is official boundaries betwdepartments

9. How are tasks to be performed by employees in achi@g the organization’s
objectives organized and executedPe.g.allocated based on clearly defined

individual tasks, or to sections, teams, or divisjo
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10.How would you describe the relationship among empieees at the bankFtrust
based on deep psychological ties, or on one’s degdional position

11.How would you describe the role of top managementipromoting knowledge
sharing (attitude of management and support given

12.What kind of knowledge is needed in your organizatin? What is valuable?
(Tacit expert knowled@9

13.What is the role of information technology in knowkedge sharing in your
organization? (Do you rely more on technology, or interpersondtienship for
knowledge sharing?

14.How is information defused in the network? knowledge sharing practices
- Internal (within the bank)

- Externally (within the networks) formal and informa



